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Abstract 
 
For many years, Hong Kong’s construction industry has gained a tarnished reputation as 
adversarial relationships were often seen among project stakeholders. In reality, it is 
undeniable that construction projects are just another form of business which project 
participants seek profits from. The numerous arbitrations or court disputes could simply 
be explained by the dissatisfaction of the project stakeholders with what they get out from 
the projects. It is believed that trust will bring about harmony in such construction 
working environment, and the establishment of trust relationships is best to be 
incorporated as part of the construction management process.  
 
Construction project management is about integration of project contributors and the 
utilization of resources such that the project is completed to the fulfillment of its 
objectives. By developing trust between client’s project manager and contractor in this 
process, it is believed that higher quality of information flow will maintain between them. 
This in turn will bring about better project performance. 
 
Adopting a multi-disciplinary view of trust, this research aims to study the trust 
relationship between client’s project manager and contractor in the construction industry 
in Hong Kong. It seeks to establish a linkage between the concept of trust and the concept 
of construction project management so as to explain trust in this bilateral relationship. A 
questionnaire survey was conducted to understand how project manager and contractor 
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perceived trust as being between them. The data collected were then treated with 
Student’s t-test in order to validate 2 hypotheses. The result suggests that trust is 
important to the process of construction project management. At inter-personal level, both 
parties view integrity as an important basis of trust between them. However, there is no 
significant different of such perceptions at the inter-firm level, which is against one of the 
hypothesis of this study. Lastly, it is found that trust between project manager and 
contractor has positive effects on project performance.  
 
This research sheds light on the importance of relationship management in the 
construction industry. On the basis of these findings, it is suggested that trust should be 
sustained as a basis for the construction management process. This can enable a higher 
level of cooperation among project personnel throughout the construction project, which 
leads to better project performance. Besides, project manager and contractor should also 
maintain a high level of integrity, as integrity was identified in this study as an important 
basis for the development of trust between them. 
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Chapter 1 
Introduction 
 
1.1  Background of Research 
 
The construction industry in Hong Kong is highly complex and fragmented. It involves a 
large number of individuals and firms, who are independent units but highly 
interdependent in terms of the work they undertake (Walker, 2002). These individuals or 
firms have different interests in the project, but they work together and their responsibility 
is to attain the common project goals. Walker (2002) believes that the most important 
element of construction project management is about the way in which people are 
organized and managed in the project management process. It is about integrating and 
coordinating people such that they work in joint efforts and in their full capacities toward 
achieving project success. Trust is considered to be a necessary prerequisite for such 
integration and coordination process.  
 
The concept of trust has been intensively discussed in much of the psychological studies. 
It is widely theorized that trust can bring upon various positive outcomes. The idea that 
high trust relations may lead to better project performance has even attracted scholars in 
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other disciplines to the study of trust. Many authors point out directly that trust is vital for 
business success. 
 
Within the context of construction industry, a good deal of researches has been done on 
exploring trust in the relationship between clients and contractors, or in partnering 
projects. The study of trust in the relationship between project manager and contractor is 
seldom found.  
 
A client’s project manager is responsible for the overall management of a construction 
project. He or she is the focal point of communications among the project personnel 
(Baker et al., 1988), and are expect to have impact on most aspects of a construction. 
Being the project coordinator, the project manager has an essential role of initiating trust 
among project participants such that the project can benefits from the advantages of trust.  
 
Contractor provides skilled labors for the construction. They have to receive accurate 
information from the clients in order to work out the project in accordance to its 
objectives. The only channel of this information flow is via the project manager. In view 
of the importance of the relationship between project manager and contractor to project 
performance, and the positive effects of trust has been so widely recognized in literature, 
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it is believed that a linkage between the two will be able to explain why construction 
projects succeed. 
 
From a psychological perspective, Lau (2005) has conducted a research to explore the 
prevailing phenomenon of trust in the construction industry in Hong Kong. Her study 
provides insight into value-based trust relations in the industry. Based on Lau’s (2005) 
research findings, this dissertation is going to find out about trust in the bilateral 
relationship between client’s project manager and contractor in the industry, and study its 
effects on project performance. 
 
1.2  Research Aim and Objectives 
 
This study applies a general concept of trust in the study of construction project 
management in one-off construction projects. It aims to gain insight into the trust 
relationship between client’s project manager (hereinafter “project manager”) and 
contractor in the construction industry in Hong Kong.  
 
The objectives of this study are threefold:  
1. To link the concept of trust with the concept of construction project management. 
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2. To find out how project manager and contractor perceive trust as being between 
them. 
3. To explore the effects of trust between the two parties on project performance. 
 
1.3  Structure of the Dissertation 
 
This dissertation consists of 7 chapters. Chapter 1 is the introductory chapter, which states 
the background, aims, objectives and the overall structure of the research.  
 
Chapter 2 is a review on literature related to the concept of trust. Various definitions and 
characteristics of trust found in previous literature are studied in this chapter.  
 
Chapter 3 attempts to link the concept of trust developed in Chapter 2 with the concept of 
construction project management. This chapter is basically divided into 3 parts. First, 
construction project management and project success are defined from literature. Second, 
essential roles of construction project manager, who is believed to have impact on trust 
among project contributors, are studied. Lastly, literature on how trust between project 
manager and contractor contributes to the construction project management process is 
reviewed.  
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Chapter 4 is the methodology, which describes and explains the research structure, target 
group of respondents, structure of questionnaire survey, and the various analysis methods 
and procedures employed. Hypotheses to be tested in this research are also presented and 
explained in this chapter. 
 
Chapter 5 and 6 are the analysis and discussion of research data. In Chapter 5, data 
collected from questionnaire survey are analyzed and presented. Research hypotheses are 
also tested in this chapter. Chapter 6 is the discussion of research findings. It aims to 
discuss the empirical results from chapter 5 in parallel with the qualitative data collected 
from follow-up interviews. 
 
Chapter 7 is the conclusion, which summarizes the research findings and gives an overall 
conclusion for this research. Implications of the study and limitations incurred during the 
research process are also explained. Besides, suggestions for further research are given at 
the end of the chapter.  
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Chapter 2 
Conceptual Framework of Trust 
 
Before relating the concept of trust to the relationship between project manager and 
contractor, it is essential to understand the concept of trust and the bases on which it is 
built.  
 
2.1 Concept of Trust 
 
As mentioned in the introductory chapter, the concept of trust has been intensively studied 
within the psychology discipline for many centuries (e.g. Rotter, 1967; Dirks, 1999). It 
has also span other disciplines such as sociology (e.g. Fukuyama, 1995), political science, 
economics (e.g. Sako and Helper 1998; Zaheer, 1998) and organizational studies (e.g. 
Brenkert, 1998). Researchers such as Mayer et al. (1995), Fukuyama (1995), Sako and 
Helper (1998) have attempted to provide a comprehensive definition for trust. So far, trust 
has been conceptualized as a psychological state, an attitude, a social norm, a belief and 
many other forms (e.g. Bhattacherjee, 2002; Fukuyama, 2005; Rousseau et al., 1998). 
Nevertheless, there is no universally accepted definition of trust.    
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2.1.1 Complex Nature of Trust 
Much of the literature regards trust as being highly complex, multi-dimensional, 
multi-faceted, multi-factorial and multi-disciplinary (Lau, 2005; Rousseau et al., 1998). 
There is also a great variety of imprecise meanings of trust existed in our daily language 
(Lui and Ngo 2004). Kadefors (2004) sees trust as “an ambiguous and complex 
phenomenon”, which can not be precisely defined. He said that researchers, who were 
differed in disciplines and have been studying trust in a different situation, have 
concentrated on diverse aspects of trust or diverse processes of trust development in their 
study which resulted to the wide range of definitions giving to the single word “trust”. 
This may possibly explain the complex nature of trust.  
 
This study focuses on trust between project manager and contractor in the construction 
industry in Hong Kong. Therefore, a general concept of trust that is able to reflect the 
prevailing nature of trust in this bilateral relationship, or in the context of construction 
project management, will be drawn. Some of the widely adopted concepts of trust given 
in literatures are summarized in the next section. 
 
2.1.2 Conceptualizing Trust: Willingness to Take Risk in a Relationship 
Flores and Solomon (1998, cited by Brenkert, 1998) view trust as an attitude, feeling or 
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emotion which is linked with one’s character. It is a virtue (Flores and Solomon, 1998; 
Fukuyama, 1995) which goes along with our relationship with others. Here, trust is 
regarded as a psychological state of human which facilitates human relationships. 
 
Integrating prior researches on trust, Mayer et al. (1995) develop a concept of trust which 
is the first that makes consideration to (i) characteristics of both the trustor and the trustee, 
and (ii) the relationship between trust and risk. They define trust as: 
“The willingness of a party to be vulnerable to the actions of another party 
based on the expectation that the other will perform a particular action 
important to the trustor, irrespective of the ability to monitor or control that 
other party.” 
 
Making oneself vulnerable is taking risk (Mayer et al., 1995). Mayer et al. (1995) portray 
trust as the willingness to take risk in a relationship. They believe that risk is an essential 
component of a model of trust, and “one must take risk in order to engage in trusting 
relationship (Mayer et al., 1995).” Besides, only uncertain situations incorporate risk. If 
the situation is completely certain to the trusting parties, actions can be undertaken with 
complete certainty and no risk. In this case, trust will not be needed in the relationship 
(Lewis & Weigert, 1985, cited by Rousseau et al. 1998). To trust another person in 
performing a particular action, the trustor (the person to trust) must be willing to take risk 
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that may be caused by the unforeseeable underperformance of the trustee (the person to 
be trusted).  
 
Figure 2.1 illustrates the trust model developed by Mayer et al. (1995). They have 
identified three factors which determine the trustee’s perceived trustworthiness: ability, 
benevolence and integrity. These three factors, together with the trustor’s propensity to 
trust, are necessary pre-requisites for the formation of trust in a relationship. They are the 
foundation for which trust is built upon. Factors of trust will be further discussed in 
Section 2.2. 
 
Trustor’s 
Propensity 
Trust 
Perceived Risk 
Risk Taking in 
Relationship 
Integrity 
Benevolence 
Ability 
Factors of Perceived 
Trustworthiness 
Outcomes 
Figure 2.1  Mayer et al.’s Trust Model 
Source: Mayer et al. (1995) 
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Propensity to trust is “the personality trait of the trustor that leads to a general expectation 
about the trustworthiness of others, and it can be perceived as general willingness to trust 
others” (Mayer et al., 1995). Thus, propensity to trust varies from individual to individual, 
but it is stable across situations. An illustration to such change in propensity to trust is 
given by the contemporary society of Hong Kong. Stepping into the twentieth century, 
Hong Kong experiences a fast pace of development and there are keen competitions in 
every industry. People will generally have a lower propensity to trust when compared to 
the eighteenth century, as most human relationships are competitive in nature. 
 
The result of trust proposed in Mayer et al.’s (1995) model is risk taking in the 
relationship. When a higher level of trust exists in a relationship, the extent to which the 
trustor is willing to take risk in his relationship with the trustee will be greater. This extent 
will also depend on the situation in which the relationship breeds.  
 
Outcomes from a trusting relationship can be positive, neutral or negative. In Mayer et 
al.’s (1995) model, a feedback loop is put in place from the outcomes of the trust event to 
the factors of trustworthiness. Mayer et al. (1995) explain that when positive outcomes 
are derived from a trusting relationship, the trustor’s will have a better perception of the 
trustworthiness of the trustee. On the contrary, if the outcomes of such relationship are 
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unfavorable to the trustor, he will perceive the trustee as untrustworthy. Mayer et al. 
(1995) note that outcomes of a trusting relationship will have a direct influence on the 
perceptions of the trustee’s trustworthiness (i.e. his ability, benevolence and integrity) at 
their next interaction. Lewicki et al. (2006) suggests that this feedback feature of Mayer 
et al.’s (1995) model facilitates the modeling of changes in trust over time.  
 
2.1.3 Development of the Concept of Trust 
Mayer et al.’s (1995) definition of trust is frequently cited, or further developed, in many 
subsequent researches or empirical studies on trust (e.g. Rousseau et al., 1998; Brenkert, 
1998; Lewicki et al., 1998). Theorists generally accept that trust is “a willingness to be 
vulnerable under conditions of risk”. Based on this concept, they develop their own 
working definition of trust in their study (e.g. McDermott et al., 2004).   
 
Rousseau et al. (1998) define trust as “a psychological state comprising the intention to 
accept vulnerability based upon positive expectations of the intentions or behavior of 
another….” is of similar construct as that proposed by Mayer et al. (1995). Not only 
identifying risk as an essential condition of trust, Rousseau et al. (1998) identify 
interdependence as the second necessary condition for the development of trust. It is 
because individuals need to rely upon each other in order to achieve goals. The degree of 
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interdependence may also alter the form that trust takes (Rousseau et al., 1998). 
 
In their study of construction supply chain management, McDermott et al. (2004) cite a 
definition of trust which is developed by Wood and McDermott (1999): 
“Trust is a willingness to rely on the actions of others, to be dependent upon 
them, and thus be vulnerable to their actions. We are mainly interested in trust 
as it affects the willingness to co-operate.” 
 
Based on this definition, McDermott et al. (2004) conclude that trust is an 
exchange-based concept that is centered on risk, with elements of reliance, goodwill, 
vulnerability and with an expectation of outcomes. Trust is the foremost element of 
collaborative working. 
 
Sako (1998), in her study of supplier relationships in the automobile industry, defines 
trust as “a mutual expectation that partners will not exploit the vulnerability created by 
cooperation”. The intention to trust depends on how the individual interprets the intention 
or behavior of the other party. This is actually to find out the likelihood that he will be 
taken advantage of. Sako (1998) furthers that this mutual trust relationship is possible 
only if there is a consensus of what is acceptable behavior. Therefore, if a party perceives 
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the intentions or behaviors of the other parties are acceptable and he himself, at the same 
time, behave in a trusting manner, mutual trust may be created between them. 
 
In summary, though trust is assigned a different definition in different disciplines of study, 
a number of common elements can be identified from these definitions, and thus a 
cross-disciplinary view of trust can be developed. First, trust is a psychological state 
which comprises the willingness to be vulnerable in a relationship. This depends critically 
on the perception of the trustee’s trustworthiness, and being vulnerable shows one’s 
willingness to take risk in a relationship. Therefore, the second point is: “vulnerability” 
and “risk” are prevalent components in the concept of trust. Risk creates an opportunity 
for the development of trust, which in turn leads to risk-taking in a relationship (Rousseau 
et al., 1998). Last, trust is about the expectation or predictability of intention and possible 
behavior of the trustee, which determines the trustor’s willingness to be vulnerable in a 
relationship. 
 
2.2 Types of Trust  
 
Prior researches assume different types of trust based on its sources or antecedents (e.g. 
Sako, 1998), components, the conditions for its existence, its extensiveness, or a number 
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of other distinguishing characteristics (Brenkert, 1998). Trust is also viewed differently 
from different perspectives. Accordingly, authors in any trust research should make 
explicit the specific type of trust they are studying, as well as the perspective that they 
take, prior any discussion on that particular type of trust. 
 
2.2.1 Classification of trust 
Trust can exist in various forms in a relationship. Rousseau et al. (1998) suggest that 
conceptualizing trust in one form in a given relationship may not be able to explain the 
rich content of trust. Therefore, to study trust in a particular setting, it is necessary to 
recognize the various forms of trust that may exist. Theorists have so far identified a wide 
variety of forms of trust in their study. However, they classify them in different ways 
which account for the confusion among scholars.   
 
In her study of trust relations in respect to project management, teamworking, strategy 
formulation and partnering in the construction industry, Lau (2005) proposes a 
comprehensive trust model to explain the concept of trust based on shared value (see 
Figure 2.2). This model is based on Saaty’s (1981) forward process of strategic planning 
in Analytical Hierarchy Method. Lau (2005) establishes trust as a value-based quality 
which is desirable for strategic management. She believes that people’s actions are driven 
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by their values, which in turn formulate trust. She maintains that trust derived from value 
concept is more stable and is more able to sustain a long term relationship between 
parties. 
 
Figure 2.2   Lau’s Value-based Trust Model  
Source: Lau (2005) 
 
Lau’s (2005) trust model can be divided into three levels. Taking into account the types of 
trust prevailing in the construction industry in Hong Kong, Lau (2005) firstly identified 
three value-based dimensions of trust on which her study was founded. They were: moral, 
social and work dimension. Trust exists in each of these dimensions, and it is supported 
by value-based factors. By integrating trust in each of these dimensions, it will give rise 
to a particular trust relationship in a particular situation within the construction industry.  
Inter-personal relationship Inter-firm relationship 
Generalized trust 
Value Based Trust  
Moral dimension Work dimension 
 
Social dimension 
Contractual trust Knowledge trust Goodwill trust 
Value based Factors 
Situational Factors 
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Once the source of trust is identified, trust can be built or observed (Lau, 2005). Lau then 
used validated situational variables to measure the extent of trust at two interaction levels: 
person-to-person and firm-to-firm level. Distinguishing inter-personal trust from 
inter-firm trust is considered as the most fundamental classification of trust. Under each 
of these two interaction levels, Lau (2005) adopted four types of trust from literatures in 
an attempt to illustrate the developmental nature of trust. 
 
This research is not going to go into details with the value-based concept of trust. 
However, Lau’s study provides insights into the multi-dimensional, multi-faceted and 
complex characteristics of trust within the context of construction industry. It also 
demonstrates how trust can be classified for the ease of measurement in a research. The 
next section is going to look at the most fundamental classification of trust: the distinction 
between inter-personal trust and inter-firm trust. 
 
2.2.2 Inter-Personal and Inter-Firm Trust 
Literature suggests that trust can be built on a person-to-person basis (i.e. inter-personal 
trust) as well as a firm-to-firm basis (i.e. inter-firm trust). Trusts in these two interaction 
levels are related but distinct in nature (Zaheer et al., 1998). To avoid confusion, theorists 
often identify whether the kind of trust they are studying is on the inter-personal or 
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inter-firm basis prior any discussion on a specific area of the subject type of trust.  
 
Trust may also exist between groups in a work environment or within a network of people. 
However, focusing on the bilateral relationship between project manager and contractor, 
trust between groups or within network is less significant when compared to trust at the 
person-to-person and firm-to-firm interfaces. Thus this study will only focus on 
discussing trust at these two interfaces. 
 
In their examination of inter-firm trust in buyer-supplier relationships in the electrical 
equipment manufacturing industry, Zaheer et al. (1998) make a clear distinction between 
the nature of inter-personal and inter-firm trust as shown in Figure 2.3. Inter-personal 
trust refers to trust placed by one individual in another individual. These two parties may 
be working partners in a team. They may also be working in two separate firms. On the 
other hand, inter-firm trust refers to the extent of trust placed in the partner firm by 
members of a focal firm as a whole (Zaheer et al., 1998). Lau (2005) refers a business 
relationship as a firm-to-firm relationship while working relationship is inter-personal in 
nature. 
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Figure 2.3  Inter-firm and Inter-personal Trust 
Source:  Zaheer et al. (1998) 
 
Chapter 3.5 is going to look at how trust, at both inter-personal and inter-firm level, exists 
between project manager and contractor in the construction industry in Hong Kong.  
 
Lau (2005) not that trust does not come naturally. It has to be cultivated intentionally and 
the process is slow (Solvic, 1993, cited by Lau, 2005). Therefore, trust may change in 
strength as the relationship develops, and literature reveals that there are numerous 
psychological, behavioral and contextual variables that cause the level of trust to vary 
along the relationship (Lewicki et al., 2006). In the next section, it is going to look at the 
developmental nature of trust as well as its relationship with the construction process. 
 
 
Supplier 
Organization 
Buyer 
Organization 
 
Individual member within an organization 
Inter-firm Trust 
Inter-personal Trust 
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2.2.3 Developmental Nature of Trust 
Most literature assume trust to be started at a zero baseline when no prior information is 
available (e.g. Rempel, Holmes, & Zanna, 1985), and it develops gradually over time. But 
some theorists argue that it is not the case: Strickland (1958, cited by Lewicki et al., 2006) 
argues that if one is to come to trust another, he or she must “act presumptively” as if the 
other is trustworthy and give the chance for him to demonstrate his trustworthiness. 
Therefore, trust may also develop from a baseline with certain level of initial trust 
(Lewicki et al., 2006).  
 
As previously mentioned, there are different types of trust occurring concurrently in a 
project and the nature of trust transforms over time. One of the approaches to study the 
developmental nature of trust is to look at the change of trust strength as the relationship 
develops. 
 
Within the context of project management, Walker et al. (2008) believe that trust change 
in strength as the construction project proceeds. It is because project participants have 
different degree of involvement at different phases of the project. Change in trust strength 
occurs when there is a change in the project participants’ influence on the project. 
Combining the idea put forward by Rousseau et al. (1998), Mayer et al. (1995) and 
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Inkpen and Beamish (1997), Walker et al. (2008) generated a model to explain the 
developmental nature of trust along the project phase continuum (Figure 2.4).  
 
 
 
Figure 2.4 Development of Trust along Project Lifecycle 
Source: Walker et al. (2008) 
 
It is believed that integrity is the critical factor which determines trust at the initial stage 
of a construction project, the stage at which relationships among project participants are 
breed. Mayer et al. (1995) explain that as the initial stage of a relationship, the trustor 
may only be able to obtain information on the trustee’s integrity through third party 
sources and observation. Since the two parties have little or even none direct interactions, 
the trustor has little information about the trustee’s benevolence toward him and his 
ability. 
  
Chapter 2 Conceptual Framework of Trust 
 21 
When parties obtain more information about each other, benevolence takes over the role. 
Further to that, Walker et al. (2008) note that as designs developed and the realization 
stage of the project began, ability becomes the dominant factor determining trust among 
project participants. Therefore, relative importance of the bases of trust among project 
participants change along the project lifecycle, and integrity is the prime factor (Walker et 
al., 2008) which initially determines trust in such relationships. 
 
Rousseau et al. (1998) identify 3 types of trust which are able to explain the 
developmental nature of trust. They are: calculus-based trust, institutional trust and 
relational trust.  
 
Calculus-based trust is based on rational choice (Rousseau et al., 1998). A person is 
trusted if the trustor perceives that the trusting relationship is beneficial. This is based on 
the credible information regarding the intentions or competence of another that is 
obtained (Barber, 1983, cited in Rousseau et al., 1998). Thus calculus-based trust is 
mainly associated with economic exchanges and is easily being destroyed (Rousseau et 
al., 1998). Rousseau et al. (1998) describe calculus-based trust as the dominant type of 
trust at the initial stage of the project. As a result of repeated interactions over time, the 
parties obtain more information about each other. Relational trust breeds and increases in 
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strength. It slowly dominates over calculus-based trust. For institutional trust, since it is 
one’s confidence on the organization’s trustworthiness, it remains fairly constant along 
the project lifecycle (Rousseau et al., 1998; Walker et al., 2008).  
 
Lau (2005) figures out the development of trust in construction projects in a different way 
from Rousseau et al. (1998). She identifies another 4 types of trust which vary in strength 
as the project proceeds. Her ideas can be summarized as: (i) At the tender stage, trusts in 
the competence of contractor, sub contractors or other consultants mark the beginning of 
trusting relations in the industry; (ii) Once the contractor is selected at the tender stage, a 
contract is formed between the clients and this contractor. Contractual trust is in place and 
both parties are expected to honor the contract; (iii) By repeated interactions during the 
construction stage, project contributors gain understanding of each other in terms of 
working style and goals in the project. Knowledge-based trust is developed among them; 
(iv) Upon the completion of the project, one will trust in another firm if positive outcomes 
are generated from the project. Goodwill of the firm is developed, and the kind of trust 
that is generated is so called “goodwill trust”. Goodwill trust will be reinforced by 
repeated business and sustain long-term relationship between the two parties (Lau, 2005).  
 
Sako (1998) has also identified in her study the developmental nature of trust. She 
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classifies trust based on reasons for trusting and suggests that one way of exploring the 
relationship between different types of trust is to categorize them in terms of a hierarchy 
of trust, i.e. the progression pattern of trust. Sako (1998) considers contractual trust and 
competence trust as basic prerequisites for two firms to engage in business over a period 
of time, while goodwill trust may give an extra bonus to the quality of the business 
relationship. 
 
Trust is defined at the beginning of this chapter as based upon a number of important 
factors. Previous studies have identified an extensive range of these factors (sometimes 
called “trust antecedents”) which were believed to have contributed to the development of 
trust. To truly understand the concept of trust, it is necessary to look at its “root”, basis on 
which it is built upon. Therefore, the following section is going to examine the bases of 
trust.  
 
2.3 Bases of Trust 
 
Prior literature identifies variable factors which trust is based upon. These include honesty, 
dependability, predictability, openness, competence, discreetness, fairness and confidence. 
These factors influence the characteristics and actions of the trustee, which in turn 
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determine his trustworthiness (Mayer et al., 1995). Therefore, most of the trust theorists 
theorize these factors as the antecedents or the bases of trust. It is often the case that with 
higher degree of trust factors, the trustee is more trusted in a relationship. 
 
2.3.1 Trust Factors and Trust 
In view of the numerous trust factors (or bases of trust) proposed by theorists and scholars 
(See Table 2.1 below), the multi-factorial and complex nature of trust is clearly illustrated. 
To study the concept of trust, Bhattacherjee (2002) suggests that it is first necessary to 
reconcile the factors of trust into a manageable few. 
 
By means of a psychological approach to trust, Lewicki et al. (2006) describes factors of 
trust as “sub-factors” of trust. They attempt to categorize these sub-factors of trust into 
three major groups: the cognitive, emotional and behavioral-intention. They deem trust to 
be a “single, super-ordinate factor”, which is constituted by these three groups of 
sub-factors. However, from the empirical study done by Cummings and Bromiley (1996, 
cited by Lewicki et al., 2006) and Clark and Payne (1997, cited by Lewicki et al., 2006), 
it is found that the cognitive and affective (i.e. emotional) modes of trust may be 
indistinguishable, but they are clearly distinct from behavioral intentions.  
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2.3.2 Ability, Benevolence and Integrity as Bases of Trust 
Mayer et al. (1995) has proposed a prominent typology of trust which identifies ability, 
benevolence and integrity as the major factors determining the perceived trustworthiness 
of the trustee (See Figure 2.1). They believe that if these factors are perceived to be high, 
the trustee will be considered to be quite trustworthy.  
 
Ability refers to the competence, quality or possessed skills of trustee which enable him 
to perform to the expectation the trustor. It is highly domain-specific such that one person 
being highly competent in one area may not be so in another area (Mayer et al., 1995); 
Benevolence refers to the intention of the trustee to do good to the trustor. It suggests that 
the trustee may have some specific attachment to the trustor (Mayer et al., 1995), thus the 
trustee is willing to help the trustor even he may not receive any extrinsic reward; 
Integrity refers to trustor’s perception of whether the trustee adheres to a set of principles 
that is acceptable to him (Mayer et al., 1995). Mayer et al. (1995) further that these three 
factors are “related but separable”. That is, these factors may vary independently, but they 
are not unrelated to one another. Thus the three factors can be studied individually, or be 
expanded further to a sub-set of factors. 
 
In his research on individual trust in online firms, Bhattacherjee (2002) says about the 
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three factors of trust proposed by Mayer et al. (1995) as: 
“Conceptually distinct since they tap into different elements of cognitive and 
affective abstraction of trust. Yet collectively, they represent a comprehensive 
yet parsimonious dimension space for trust formation.” 
 
Bhattacherjee (2002) tried to uncover all possible trust dimensions across different 
situational context by means of an extensive review of trust literature. He realized that 
many factors of trust proposed in previous literature could actually be reconciled within 
the three factors of trust proposed by Mayer et al. (1995). Bhattacherjee then summarized 
his review in a table as shown in Table 2.1. 
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 Mayer et al. (1995) Classification  
Authors Ability Integrity Benevolence Unclassified 
Butler (1991) Competence Fairness, 
discreetness, 
integrity, promise, 
fulfillment, loyalty 
Receptivity Availability, 
consistency, 
openness 
Cummings and 
Bromiley (1996) 
- Keep commitments, 
negotiate honestly 
Avoid taking 
excessive advantage 
- 
Doney and Cannon 
(1997) 
- Credibility Benevolence - 
Gabarro (1978) Functional 
competence, 
interpersonal 
competence, 
business sense, 
judgment 
Integrity,  
Discreetness 
- Motives, 
consistency, 
openness 
Hart et al. (1986) - Shared values - Autonomy, 
openness 
Jarvenpaa et al. 
(1998) 
Ability Integrity Benevolence - 
Johnson-George and 
Swap (1982) 
- Reliableness - Emotion 
Larzelre and Huston 
(1980) 
- Honesty Benevolence - 
McKnight et al. 
(1998) 
Competence Honesty Benevolence Predictability 
Rempel et al. (1985) - Dependability Faith Predictability 
Sheppard and 
Sherman (1998) 
Competence Discretion, 
reliability, integrity 
Concern, empathy Predictability, 
consistency 
Zaheer et al. (1998) - Reliability, fairness - Predictability 
 
Table 2.1  Mapping of Trust Factors 
Source: Bhattacherjee (2002) 
 
Bhattacherjee’s study reveals that the synonymous use of factors of trust across various 
disciplines has increased the complexity of trust. The wide recognition of Mayer et al.’s 
classification of trust factors demonstrates that the three bases of trust - ability, 
benevolence and integrity - appear to be able to address most of the major issues of trust. 
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Integrity is often included in previous trust models as a major antecedent to inter-personal 
trust. Bhattacherjee’s (2002) study also shows that there are many factors of trust revealed 
in literature could actually be reconciled within the concept of integrity (e.g. credibility, 
shared values, reliability, dependability, fairness, discreetness, promise, fulfillment, 
loyalty and discretion). This widely recognized factor of trust will be further discussed in 
the following section, whereas the dimension of ability and benevolence will not be 
discussed in details within the scope of this study. 
 
2.3.3 Integrity 
Mayer et al’s (1995) trust model proposes that integrity is one of the major factors 
forming the basis of trust. Mayer et al (1995) refer integrity as “trustor’s perception of 
whether the trustee adheres to a set of principles that is acceptable to him”. In the context 
of construction project management, the set of principles in a project manager-contractor 
relationship may refer to one’s honesty in disclosing information, honoring promises 
(Rotter, 1967) and keeping commitments to the other party. However, these principles are 
context-specific (Mayer et al, 1995; Bhattacherjee, 2002). Trustor may have different 
perceptions of the acceptability of such principles under different situations, thus affecting 
the perceived level of integrity. Therefore, Mayer et al. (1995) suggest that a clear 
understanding of trust necessitates a study on both the perception of trustworthiness and 
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the context affecting such perception. 
 
Shaw (1997) makes another interesting address on the fundamental of trust: 
“Talk is cheap with regard to trust. We build trust be delivering results that are 
consistent with the expectations of those who depend on us. We build trust by 
fulfilling our promises and acting in a consistent and predictable manner…..” 
 
Shaw (1997) suggests that people trust a party if he behaves consistently with his words 
and actions. Generally, a person with integrity is expected to be honest in his words and 
be consistent with his actions (Shaw, 1997). Therefore, a person without integrity 
suggests that he is dishonest and he fails to honor his commitments. Shaw (1997) regards 
this person to be untrustworthiness. This clearly demonstrates that integrity is an 
important prerequisite of trust.  
 
At the firm-to-firm level, integrity tells about the ethnical standard of a firm. A firm that 
engages in unethical business is regarded as lacking integrity (Shaw, 1997). Therefore, 
construction firms emphasize on the integrity of their organizations. Many of them 
identify integrity as their topmost core value.  
 
Indeed, integrity of an organization reflects level of integrity of its staff. Integrity at the 
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person-to-personal level is seen to be crucial in enhancing the value of the firm at the 
firm-to-firm level. Therefore, to build organizational integrity (which is believed to have 
positive impact on the firm’s reputation), managers of the firm should ensure that staff 
works with integrity. That is, the services they provided should be consistent with the 
core operating values of the company (Shaw, 1997). They should also be consistent with 
their promises to the clients and the actions that they take. 
 
In an attempt to find out how trust is perceived by construction practitioners in Hong 
Kong, Lau (2005) conducted a questionnaire survey which asked the respondents to 
choose a best term to describe trust (at inter-personal and inter-firm level respectively) in 
the industry. Over 50% of the respondents of her survey referred the meaning of 
inter-personal trust to “integrity”. They ranked it as the second best description to trust at 
inter-personal level, just below “confidence expectation”. More often, client’s project 
manager and contractor in a construction project get straight into the discussion of project 
details shortly after their first meet. Either party hardly knows about the other’s 
benevolence and ability. Therefore, agreed with the proposition of Mayer et al. (1995), 
their trusting relationship is likely to be initiated by the perceived level of integrity of the 
other party. 
 
  
Chapter 2 Conceptual Framework of Trust 
 31 
When trust develops, it varies in strength. To study the effects of trust in particular 
situation, it should firstly recognize the degree or extent of trust that exists.  
 
2.4 Levels of Trust 
 
It is believe that different degree of trust will exert different amplitude of effect on the 
issue under study. To identify the degree of trust in a relationship, theorists tend to regard 
trust as exists in a low, medium or high level. There is no common consensus on what 
constitutes a low, medium or high level of trust. Lau (2005) suggests that it is a qualitative 
judgment of the extent of trust in a particular setting.  
 
As previously defined, trust is required in situations with certain degree of uncertainty. 
With trust, the level of perceived uncertainty for the trustor decreases (Moingeon and 
Edmondson, 1998). Therefore, more trust (i.e. a higher level of trust) is required in 
situations with more uncertainty.  
 
In his study of trust in construction project relationship, Kadefors’ (2004) findings suggest 
that low level of trust exists in traditional construction projects, and it is not optimal. He 
believes that more trust among project personnel will bring higher project efficiency.  
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It has been widely theorized that high level trusting relationship may improve 
performance. However, there is little empirical evidence to prove this proposition. The 
first reason for this, as mentioned at the beginning of this section, is that there is no 
universal agreement on how to define the different levels of trust. Another reason is that it 
is difficult to quantify performance for the measurement of influence exerted by each 
level of trust. However, it is still worthwhile to discuss the effects of trust on project 
performance, which gives insights into what constitute project success. 
 
2.5 Effects of Trust  
 
Trust has long been associated with a “diverse and impressive” array of outcomes 
(Lewicki et al., 2006). Often, trust is expected to bring better performance of the group 
(Dirks, 1999), a reduction in transaction cost, uncertainty and risk in a relationship, and 
facilitation of cooperation in a partnership (e.g. Brenkert, 1998; Lau, 2005; Lui and Ngo, 
2004).  
 
2.5.1 Cooperation: An Outcome of Trust 
It is generally believed that trust facilities cooperation, which in turn gives rise to various 
positive outcomes, including an improvement in performance (Rus, 2005). To account 
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this, Rus (2005) has made such a remark: 
“Cooperation supposedly allows the parties to substitute costly governance 
mechanisms with a cheaper ongoing communication which enables them to do 
more core business with less overheads thus improving business performance.” 
 
Rus (2005) believes that trust affects performance by arising cooperation. Continuous 
interaction and communication enhance a cooperative relationship. Therefore, theorists 
are used to recognize effective communications among project contributors as a crucial 
ingredient of project success. 
 
Another main component of cooperation is interdependence. When people cooperate, 
they take care of each other’s interests and rely upon each other in achieving goals. They 
are expected to share openly sensitive information and keep back none of them. In such 
situation, uncertainty in the environment is reduced. Therefore, people are more likely to 
work in joint efforts to achieve certain goals. Dirks (1999) notes that trust is a prerequsite 
for group members to work jointly in a project.  
 
So far, it is believed that trust can lead to cooperative relationship, which in turn improves 
project performance. However, this is not always true. Mayer et al. (1995) suggests that 
control mechanisms and lack of available alternatives may give rise to situations when a 
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person has to cooperate with someone he does not really trust. Therefore, it is proposed 
that only cooperative working with the presence of trust may lead to better project 
performance. The next section is going to look further at how trust affects performance. 
 
2.5.2 Effects of Trust on Performance 
In economics, literature recognize that trust can minimize transaction costs by reducing 
the monitoring and control mechanism for the trustee (Masden 1991, cited in Brenkert, 
1998). In the context of construction project management, Walker (2002) considers the 
transaction costs which the client has to bear in developing a construction project are 
essentially the costs of setting objectives, integrating contributions from project 
participants, making manageral decisions and controlling the contributors. The large 
number of workers working on site, in particular, often results in a high monitoring cost. 
Walker (2002) says that all activities involved in a project generate transaction cost, and 
this cost often cumulated to be a large sum to the clients. Theerfore, a reduction  in 
transaction costs are often desirable in the construction industry. The role of project 
management is to minimise this waste cost so as to maximize the client’s benefit.  
 
The value of trust in reducing transaction cost has prompted many construction-related 
organizations to engage in partnering and alliance relationships with other organizations. 
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A high level of trust is persumptively existed in such relationships, thus a reduction in 
transaction costs is expected. As a result, forming partnering relationships with project 
personnel is considered to be a cost effective way of engaging in contruction projects. 
 
In simple term, Lau (2005) believes that trust can save the time and effort for searching 
information about one’s trustworthiness. Instead, the time and efforts can be spent on 
improving quality of work, thus resulting in better project performance. 
 
Dirks (1999) has made a direct measure of the effect of trust on group performance. 
Based on his literature studies, he expects trust to increase performance of the group both 
in terms of effectiveness and efficiency. He argues that trust may improve cooperation 
and the motivation of the group members to work in joint efforts (cited from Larson & 
LaFasto, 1989), which in turn improve effectiveness of the project. Efficiency may also 
be enhanced as trust reduces the need for control and monitoring mechanism. However, 
his research result shows that a higher level of trust does not necessary lead to better 
group performance. Trust appears to influence how motivation is transformed into joint 
efforts, which in turn brings higher performance. Thus, Dirks (1999) concludes that trust 
has an indirectly influence on group performance. That is, motivation will provide the 
group with energy to produce more and trust helps “channel” (Dirks, 1999) this energy 
  
Chapter 2 Conceptual Framework of Trust 
 36 
toward a common goals. This leads to better performance of the group.  
 
It should be reminded that group performance is not project performance. But obviously, 
group performance has a significant direct influence on project performance. Therefore, 
group performance and project performance should be monitored closely and in parallel 
throughout the construction process. 
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Chapter 3 
The Concept of Construction Project Management 
and its Relationship with Trust 
 
Trust is built upon relationship. Having understood what trust is actually about, this 
chapter is going to explore trust in the relationship between project manager and 
contractor in one-off construction projects. This can be achieved by understanding the 
nature of construction project management, and the project organization structure that is 
conventionally employed for this process. At the end of this chapter, an attempt is made to 
establish a link between trust and the relationship between project manager and contractor 
in the industry. 
 
3.1 The Concept of Construction Project Management 
 
Construction project management is now regarded as key to the effectiveness of a 
construction project. In business world, project management stems from the need to plan 
and coordinate complex and multi-functional efforts in a project (Richman, 2006). It is 
equally applied in the construction industry: Construction project management refers to 
the management of the contributors and the utilization of resources (including tools, 
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technology and equipment) such that the project is completed to the fulfillment of its 
objectives. 
 
3.1.1 Definition 
Walker (2002) uses a system approach to explain the concept of project management. It is 
particularly concerned with the integration of project contributors by means of the project 
manager. He defines construction project management as:  
“The planning, co-ordination and control of a project from conception to 
completion (including commissioning) on behalf of a client requiring the 
identification of the client’s objectives in terms of utility, function, quality, time 
and cost, and the establishment of relationships between resources, integrating, 
monitoring and controlling the contributors to the project and their output, and 
evaluating and selecting alternatives in pursuit of the client’s satisfaction with 
the project outcome.” 
 
In this context, resources include material equipment, funds and, in particular, people. 
Walker (2002) suggests that human relationship management is the fundamental aspect of 
project management. It is because every construction project involves different 
individuals who have different objectives, expectations and influences on the project. 
These individuals know nothing about each other’s practice. However, coordinative 
working is required among them in order to achieve project goals. Therefore, in view of 
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the high interdependency within this temporary multi-organizational coalition, the need of 
coordination and integration aroused. This is to be achieved by the appointment of project 
manager, who has been described as “an integrative device” to integrate and co-ordinate 
the various contributors to the project in the interests of the client (Walker, 2002).  
 
Similarly in his study of project manager’s satisfaction in the construction logistics, Jang 
et al. (2003) point out that people are the greatest asset in construction logistics tasks. 
They should be used in the most efficient way in order to achieve project success. This 
also implies the need of organizing and managing people in the construction project 
management process.  
 
Therefore, in the study of construction project management, it is important to understand 
the human aspects in the management process. Nevertheless, Walker (2002) finds that 
many current definitions of construction project management do not make explicit 
reference to managing people to achieve project goals.  
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3.2 Objectives of Construction Project Management: The Attainment of 
Project Success 
 
Construction project management is the process which aims to assist the successful 
delivery of a project. Therefore, to understand the objectives of construction project 
management, it is necessary to look at what constitute success of a project first. 
 
3.2.1 Defining Project Success 
In their study on some 650 projects, Baker et al. (1988) sought to identify variables which 
were significantly associated with the failure and success of projects. Their research 
supports the following definition of project success: 
“If the project meets the technical performance specifications and/or mission to 
be performed, and if there is a high level of satisfaction concerning the project 
outcome among key people in the parent organization, key people in the client 
organization, key people on the project team, and key users or clientele of the 
project effort, the project is considered an overall success.” 
 
Project success, which is based on human satisfaction, is a perception. Baker et al.’s 
(1988) research concludes that project success cannot be adequately defined only as 
completing the project on schedule, staying within the budget and meeting the technical 
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performance that is required. It is about the attainment of a high level of satisfaction from 
key stakeholders of the project, i.e. the clients, end-users and the project team. If these 
parties are satisfied with the project outcomes, the project is perceived to be successful. It 
is found that technical performance is closely associated with the perceived success of a 
project, whereas cost and time performance is less significantly associated. Furthermore, 
effective coordination and relationship patterns significantly contribute to a high 
perceived level of project success.  
 
As discussed in Chapter 2, cooperation and relationship building require trust. As 
effective cooperation and relationship patterns are found to have positive influence on the 
perceived level of project success, it is proposed that there is a positive relationship 
between trust and project success. 
 
3.2.2 Objectives of Project Management 
Though it should not be so, client’s objectives to a project are still often drawn narrowly 
to “on-time delivery, within-budget expenditures and appropriate performance standards” 
(Munns and Bjeirmi, 1996). Munns and Bjeirmi (1996) believe that these are short-term 
targets to be achieved when compared to the long-term aims of the project. To explain 
this, Munns and Bjeirmi (1996) define project management as a short term planning and 
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control of a construction project. Once the project is completed, the management process 
comes to an end. A new form of management will then establish for the operation of a 
new project. For a project, they define it as of a long-term nature which concern with the 
overall benefit of the clients from the project. Project success is about client's satisfaction 
with the longer term performance of the project, but not the short term time and cost 
objectives. In order to enhance project success, “larger set of objectives” (Munns and 
Bjeirmi, 1996) should be defined for project management. These set of objectives should 
take into account the client’s satisfaction with the long- term performance of the project, 
including their satisfaction on the function and utility of the project (Walker, 2002).  
 
To sum, success of a construction project is judged against whether the client’s paramount 
objectives (Rowlinson and Walker, 1995) and the objectives of other key stakeholders of 
the projects have been achieved. Munns and Bjeirmi (1996) conclude from their study 
that successful project management techniques will contribute to the success of projects. 
Though a project may still succeed without a successful project management process, it is 
believed that successful project management could enhance project success. Similar to the 
effect of trust on performance (see Section 2.5), project management bears an indirect 
influence on construction project performance, and the influence is most likely to be 
positive. 
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To have an effective project management process, a proper organization structure which 
allows project contributors to work effectively together is a necessary prerequisite. The 
following section is going to look at the conventional project organization structure that is 
employed in the construction industry.  
 
3.3 Project Organization Structure 
 
In business context, organization structure gives insight into “the degree of centralization, 
the nature of divisionalization, the extent to which role prescriptions are defined formally, 
the span of control of individual managers and the scalar chain (the number of levels of 
authority) within the structure.” (Mullins, 1996). In the context of construction project 
management, Walker (2002) believes that if it is properly designed, organization structure 
allows all aspects of the construction to function properly.   
 
An organization exists in a formal structure as well as an informal structure. A formal 
organization structure explicitly defines managerial roles and links them in a hierarchical 
structure. Lau (2005) says that the formal organization structure is the framework of 
working relationship, rigidly defined by contract, rules and obligations in agreement, or 
any paper record. The informal structure will be centered on human relationships. 
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3.3.1 The Formal Structure 
Basically, a construction is regarded to be consisted of an operating system and a 
managing system (Walker, 2002). The operation system carries out professional and 
technical tasks for the project. The managing system involves decision making process, 
the maintenance and coordination of activities that keep the operating system running 
(Walker, 2002).  
 
An organization structure of a construction project gives insight into the linkage between 
the operating system and the managing system. It demonstrates (a) the degree of 
integration provided by the managing system and the complexity of the managing system; 
(b) the relationship of the project team with the highest level of authority - the client; and, 
(c) interdependency between project contributors. Walker (2002) has derived more than 
42 alternative arrangements of project management structure. Each arrangement is 
tailored for a particular project type under a particular circumstance. 
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Figure 3.1 illustrates the traditional project management arrangement in non-complex 
construction projects. In such an arrangement, the client has limited contributions to the 
management process of the project (Walker, 2002). The architect usually takes a dual role 
of the designer and the project manager. In civil engineering projects, it is probably that 
the civil engineer who takes up the dual role of architects in operating and management 
the project.  
 
Project managers in the traditional project management arrangement work in a 
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Figure 3.1  Conventional Organization Structure 
Source:  Walker, 2002 
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collaboration with other contributors and the project is developed by team efforts (Walker, 
2002). This demonstrates a clear overlapping of the operating system and the managing 
system. Being the project manager, the architect will coordinate and integrate activities of 
all project participants including contractors, quantity surveyors, engineers, and other 
consultants. He is also responsible to translate the client’s objectives into project brief for 
all project participants, and make sure that they understand it thoroughly.  
 
The high interdependency of project contributors in a construction has long been 
recognized in the industry. If the project is more complex, the tasks to be carried out in 
achieving the project will be more interdependent (Walker, 2002). Project contributors 
will then rely more upon each other in order to accomplish their tasks satisfactorily. 
Under such circumstance, trust can work as an integrative agent which facilitates the 
development of positive working relationships among project contributors (Lau, 2005). 
Lau (2005) states that only trust based relations can bring about desirable cooperation 
among project contributors. As previously mentioned, it is believed that cooperative 
working gives rise to better project performance. 
 
In the construction industry in Hong Kong, it is a common practice for the client to 
appoint external consultants (such as the architect, surveyor or engineer) to carry out dual 
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functions in the construction project: the project management functions and his respective 
professional functions (see Figure 3.1). It may also be the case that the project manager is 
a party of the client’s in-house team. He will normally have better understanding of 
client’s objectives and goals due to his long-period commitment to the client’s 
organization. For more complex project, a project manager, who is independent of the 
other project contributors, may be employed solely for the management purpose of the 
project. In this case, project management is clearly separated from the operating system 
(Walker, 2002). Due to the high transaction cost involved, this method of employing 
another independent person as project manager is not popular within Hong Kong’s 
construction industry. 
 
3.3.2 The Informal Structure 
Besides of the formal structure of the project organization, it is recognized that there is an 
informal structure which exists alongside with the formal one. Mullins (1996) proposes: 
“Within the formal organization structure there will always be an informal 
structure which arises from the social interaction of people working in the 
organization and the development of groups with their own relationships and 
norms of behavior, irrespective of those defined within the formal structure.” 
 
Informal structure is more concern with human relationships outside the formal structure. 
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It is concerned with how people communicate and interact, and their cooperative working 
manner which helps achieving project success.  
 
Walker (2002) explains the formation of such informal structure by saying that people 
will make behavioral responses in respect to their position within the formal organization 
structure. It should not be expected that such behavior will be in the predetermined 
manner that is expected from them in view of their official position. As a result, an 
informal organization structure is given rise. 
 
Lau (2005) used situational factors to study how practitioners perceived the level of trust 
in different situations in a construction project. It is found that practitioners generally 
perceive a high level of trust exists if (i) there are more personal contacts through both 
formal and informal structures, and (ii) people can communicate with ease. Therefore, 
trust can exist at both formal and informal structures. Successful project management 
depends on a balance between the two structures (Kotter, 1990, cited in Lau, 2005). 
 
So far, the idea of construction project management and its effects on project performance 
have been reviewed. It has to note that an effective project management process can not 
be launched without the efforts of an effective project manager. Therefore, in the coming 
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section, the essential role of a project manager in the process of construction project 
management will be reviewed. 
 
3.4 An Essential Role of Project Manager: Integration and Coordination 
 
Project manager is appointed by the client. He is given authority and delegated power to 
act on behalf of the client in managing the construction project. As previously mentioned, 
construction involves a temporary multi-organizational and multi-goal coalition in which 
collaborative working is required among them in order to achieve project goals. Project 
manager is indeed an integrator in a construction project, who welds together people, 
balances their conflict objectives, such that “their skills are used in the right manner and 
at the right time for the maximum benefits to the client within a construction project” 
(Walker, 2002).  
 
Baker et al.’s (1988) research reveals that a high proportion of key factors leading to 
project success are within the control of the project manager and the project team. This 
implies a project manager can help to achieve project success as he can impact upon 
many aspects of the project. Before looking at the role of project manager in influencing 
project performance, the next section will discuss first of all the essential criteria for an 
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effective project manager. 
 
3.4.1 Criteria for an Effective Project Manager 
Walker (2002) states that essential requirements of a project manager include the ability 
to understand and listen to project contributors, work out solutions for the problems they 
are facing and most importantly, be able to motivate them to work in their full capacities. 
Therefore, an effective project manager is seen to have better inter-personal skills and 
being more human-relations oriented than an ineffective one. They are also preferred to 
take significantly more initiative, with more confident, be more persuasive and verbally 
fluent than an ineffective one (Lawrence and Lorsch, 1967, cited in Wilemon and Baker, 
1988). 
 
Baker et al. (1988) believe that an effective project manager is generally “committed to 
the goals of the project” and constantly stresses the importance of meeting those project 
goals. He will involve project team members to assist with problem solving and decision 
making process. He will also be flexible in his management, and may employ different 
leadership styles at different stages of the project (Baker et al., 1988). 
 
Intrinsically, project manager must be credible within the team and with other project 
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stakeholders (Wilemon & Baker, 1988). According to the Oxford Advanced Learner’s 
Dictionary, “credibility” means quality of being generally accepted and trusted. The 
project team will be reluctant to make commitment to the project if the project leader is 
not credible (Wilemon & Baker, 1988), such as in situations when he fails to fulfill his 
obligations or promises. 
 
“Trust ultimately rests on the character of our leaders” (Shaw, 1997). Shaw (1997) 
believes that trust exists in firms whose leaders understand its importance. Within the 
context of construction projects, a project manager should behave in a trustworthy 
manner that wins the trust of project contributors. In return, he should also trust them in 
delivering their duties. This is the starting point for the development of mutual trust 
within a project organization. Being the coordinator in a construction management 
process, project manager bears the responsibility to initiate the development of trust 
relationship among project stakeholders. 
 
On top of the quality that bore by the project manager, the success of project management 
process also critically depend on the effectiveness of stakeholder relationship 
management. The key to effective stakeholder management is believed to be the 
development of trusting and cooperative relationships along project lifecycle. In the 
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following two sections, the essential roles of project manager in related to stakeholder 
relationship management will be reviewed. Prior to any formulation of strategy for 
stakeholder relationship management, it is important to identify who are the influential 
stakeholders in the project. 
 
3.4.2 Identification of Project Stakeholders 
In their study on project procurement from the stakeholders’ perspective, Walker et al. 
(2008) note that project management “requires an infusion of enthusiasm and 
commitment powered by the full range (diverse range) of project stakeholder energy 
sources in an energy grid that can develop a positive or negative trajectory”. An essential 
role of project manager is to know how to put together these energy sources to drive the 
project. This requires an identification of key stakeholders and their interests or 
expectations on the project.  
 
Walker et al. (2008) define stakeholders as:  
“Stakeholders are individuals or groups who have an interest or some aspect of 
rights or ownership in the project, and can contribute to, or be impacted by, 
either the work or the outcomes of the project.” 
Walker et al. (2008) identify project stakeholders as bearing a “high-impact and 
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cumulative impact” on project success. They are considerable asset of the project who 
contributes knowledge, insights and supports. At the same time, they exercise a “hidden 
reservoirs of power” which exert a significant influence on project performance. Only if 
the expectations of these stakeholders are met on the completion of the project, the 
project is regarded as success.  
 
The role of project manager is to identify these stakeholders from the project. Their 
influence and power are then mapped so that their potential impacts on the project are 
identified. Successful project management requires project manager’s ability to explore 
hidden power and influence of various stakeholders as well. Following that, strategies can 
be formulated for the project which “maximize a stakeholder’s positive influence and 
minimize any negative influence” (Walker et al., 2008). This process is believed to be 
critical to project success. 
 
In order to identify the clusters of stakeholders in the supply chain of construction project, 
Walker et al. (2008) adapted a diagram from Walker (2003) and it is shown in Figure 3.2. 
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Figure 3.2 Types of Project Stakeholders 
Source: Walker et al. (2008) (Adapted from Walker, 2003) 
 
It is noted that there are visible and invisible project stakeholders. The upstream and 
downstream stakeholders are obvious in every construction projects, as they are engaged 
in the delivery of project. Walker et al. (2008) point out that the external stakeholders, 
who may be affected by the project, are often ignored. Examples of such invisible 
stakeholders are the community, government and other concerned individuals. Being the 
pivot of this network of project stakeholders, project manager takes an essential role in 
developing trusting and cooperative relationship among all these project stakeholders. 
Much literature states that effective communications, which enables cooperation, is the 
bonding mechanism (Rus, 2005) that should be employed by the project manager for such 
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process.  
 
3.4.3 Maintaining Communications 
McDermott et al. (2004) stress that effective information flow is important to the 
management of complex supply chain and collaborative activities in the construction 
industry. Good communications among supply chain stakeholders make this information 
flow smooth, which in turn brings high levels of collaboration in construction projects. 
McDermott et al. (2004) propose that trust is a necessary prerequisite for such effective 
communications. Without trust in communications, parties attempt to guess the activities 
of the other parties instead of honestly communicating with each other. Wrong guessing, 
holding back of information and the notion of suspicion often make the flow of 
information unreliable (McDermott et al., 2004). 
 
In construction projects, Stuckenbruck (1988) makes a point that internal communication 
linkages are important to the health of the project as they link up different functional units 
involved. Thus communications must function properly and continuously. The project 
manager is to act as a “communications expediter” (Stuckenbruck, 1988), who initiate 
and maintain efficient and effective communications among project contributors. 
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Figure 3.3 illustrates a model which combines the idea put forward by Stuckenbruck 
(1988) and Walker et al. (2008) (refer to Figure 3.2). It points out that project manager is 
the focal point of communications in a construction project (Baker et al., 1988). The 
contractors most often are not able to reach the clients or other project stakeholders 
directly. Therefore, the contractor has to rely on the project manager to obtain and deliver 
information within the project personnel network. Up the hierarchy, the project manager 
has to maintain communications with the clients so as to report progress, obtain 
up-to-date information or decision of the company in related to the project. For the 
contractor, their communications are supplemented with a stream of progress reports and 
feedbacks. The project manager may then provide these reports to the clients or relevant 
Clients 
Consultants 
Reports 
Project 
Manager 
Contractors 
Feedback/  
Project objectives 
Progress 
reports 
Project directives 
Reports 
Project directions 
Cooperation 
External 
Stakeholders 
(e.g. Government 
& the Community) 
Query/Opinion 
Project Details 
Figure 3.3 Communication links maintained by project manager 
Source:  Modified from Stuckenbruck (1988) & Walker et al. (2008) 
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government’s departments if necessary. Due to the significance of the construction stage 
to project success, the project manager should anticipate problems in the construction 
programme with the contractor, and take necessary actions to overcome them (Walker, 
2002). They should maintain frequent interactions such that problems are promptly 
foreseen. For the consultants, the project manager provides them with project details. In 
return, the consultants submit advisory reports in related to technical or financial aspect of 
the construction to the project manager. 
 
Practically, a project manager should maintain formal communication channels 
throughout the construction and determine the methods of information presentation and 
transference (Walker, 2002). These include setting up regular site meetings and 
stakeholder review meeting (Walker et al., 2008), preparation and circulation of minutes. 
Though it is not explicitly stated in the project management agreement signed with the 
client, the project manager should also maintain informal communication channels, such 
as email correspondences or luncheon meetings, with the project stakeholders. This is to 
further ensure that concerns of the project stakeholders are heard in an effective manner. 
Inter-personal trust is usually built during these personal interactions. 
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3.5 Trust Relationship between Project Manager and Contractor 
 
As discussed in Section 2.2, trust existed at two interfaces: person-to-person and 
firm-to-firm. In this section, these two types of trust in the relationship between project 
manager and contractor will be diagnosed. 
 
3.5.1 At the Inter-personal Level 
Inter-personal trust refers to trust at the person-to-person interface. It is based on 
relationships that arise from continuous interactions and is supported by a broad network 
of personal relations (Rus, 2005). A large portion of trust literature focuses their study on 
inter-personal trust in various types of human relationships. In view of the large number 
of individuals involved in a construction project, lots of human relationships are built. 
Therefore, there are many grounds for inter-personal trust to develop. By developing trust 
among project personnel, it is believed that the benefits of flexibility, effective problem 
solving and reduced conflict will be brought (Swan et al., 2002).  
 
3.5.2 At the Inter-firm level 
All trades involve relationship between firms. Generally, the concept of equity is 
developed in inter-firm relationship, which says that participants in the relationship desire 
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for reciprocity, fair rates of exchange and receiving benefits that are proportional to their 
investments (Ring and Van de Ven, 1992). Ring and Van de Ven (1992) believe that for 
firms which have completed transactions in the past and they perceive one another as 
observing the norms of equity, a high level of trust will exist between the two parties in 
their next transaction.  
 
In strategic management theory, Ring and Van de Ven (1992) emphasize that levels of risk 
in deals and reliance on trust will lead transacting parties to select among different forms 
of corporate governance which designs and concludes cooperative relationships between 
organizations (Ring and Van de Ven, 1992). This, as a result, gives rise to various 
contractual forms employed in the project, e.g. relational contracting, partnering and joint 
venturing (Lau, 2005b).  
 
In a construction project, different firms may have different strategies in managing their 
relationship with other firms. Lau (2005) refers inter-firm trust to “an acknowledgement 
of the organizational culture that one can implicitly rely on”. That means one will judge 
on the firm’s organizational culture when determining whether that particular firm is 
trustworthy.  
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In transaction cost analysis, Cummings and Bromiley (1996) believe that trust reduces 
transaction costs in and between organizations. They define inter-firm trust as: 
“a common belief among a group of individuals that another group (i) makes 
good-faith efforts to behave in accordance with any commitments both explicit 
or implicit, (ii) is honest in whatever negotiations preceded such commitments, 
and (iii) does not take excessive advantage of another even when the 
opportunity is available.” 
 
The authors believe that trust among organizations is about the three characteristics 
identified in this definition, and much of the organizational interactions rest strongly on 
them. This explains why trust is important among organizations. Based on this definition 
of trust, Cummings and Bromiley (1996) developed a validated trust scale to measure 
inter-firm trust.  
 
Besides, reputation has significant influence on trust between firms. Firms with a good 
reputation may add value to the quality of business relationship (Sako, 1998). On the 
contrary, firms that are unreliable, being inconsistent with its actions and promises, 
probably be given poor fame. They are unlikely to be trusted.  
 
According to Sako (1998), predictability of behavior is also crucial to a trusting 
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relationship. Firms that are acting in a predictable manner is likely to be trusted, as the 
trustor firm is certain that the trustee firm will be consistent in its actions and will not do 
harm to them by judging its past experience.  
 
Much of the literature has recognized the significance of inter-firm trust in the 
pre-contract stage of a construction, where contractors and sub-contractors are tendered. 
It is found that trust is often emphasized in partnering relations and strategic alliances of 
firms (Lau, 2005). Therefore, the significance of inter-firm trust in partnering projects has 
also been studied intensively.  
 
Lau (2005) has found out that inter-personal and inter-firm trust in the construction 
industry is inter-related but one is not dependent on the other. In this research, 
inter-personal and inter-firm trust between project manager and contractor will be studied 
separately. However, it is worthwhile to study the relationship between the two, for 
example, to study the effects of one on the other or to compare their effects on a particular 
aspect of construction projects. Even though this area of discussion was not included in 
this study, practitioners who were being interviewed have expressed their viewpoints on 
the difference between the two in a project manager-contractor relationship, and discussed 
their relative importance. Their ideas are included in the discussion in Chapter 6. 
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Chapter 4 
Methodology 
 
Swan et al (2002) suggest that by establishing what trust is and understanding how it is 
formed, it can then go further to look at measuring and managing the development of trust 
relationships. This chapter details the structure of the research and methods employed in 
studying trust between project manager and contractor, how each of the respective party 
perceives trust as being between them and the effects of such trusting relationship on 
project performance. 
 
4.1 Structure of the Research 
 
After a review of literature as detailed in Chapter 2 to 3, a research methodology (shown 
in Figure 4.1) was developed for this study. In order to gain the advantage of both 
methods, quantitative and qualitative methods were employed in this study to validate the 
results. 
 
Quantitative method, e.g. conducting questionnaire survey, is a scientific method to study 
the relationship between facts and the developed principles, laws or theories in literature 
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(Fellows and Liu, 2003). It involves making measurement of the data collected. A 
connection is then developed between the empirical observations and the mathematical 
expressions of the relationship found in theories. 
 
On the other hand, qualitative approach involves “an exploration of the subject without 
prior formulation” (Fellows and Liu, 2003). It aims to understand the different 
perspectives of people as individuals as well as groups. The methodology is to categorize 
collected data into patterns, which then forms the basis for the researchers to generate 
concepts
1
. Researcher is concerned with asking broad questions that allow respondents to 
construct their answer by what they really observed in real world. Without being 
constrained by any predetermined analytical method, this method of research allows 
greater flexibility for respondents to construct their own view on the issue. Qualitative 
data sources include direct observation of behavior, interviews, documents or written 
texts. Qualitative data are subjective data. They are often analyzed objectively by 
quantitative methods in order to gain a more comprehensive picture of the issue. 
 
Qualitative methods allow rich insight into human behavior and the reasons that govern 
such behavior. Therefore, these methods are regarded as appropriate for the analysis of 
                                                 
1
 Reproduced from the Wikipedia article http://en.wikipedia.org/wiki/Qualitative_research for which the 
use is licensed under the terms of the GNU Free Documentation License. 
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human behavior in a work setting (Lau, 2005). From literature, trust is a perception of the 
trustworthiness of another person (Mayer et al, 1995). It is sometimes regarded as solely a 
personal judgment on another person. Therefore, trust should be studied from the 
perspectives of people involved. In this research, follow-up interviews were conducted to 
understand how the project managers and contractors, as an individual, perceived trust as 
being between them.
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Mapping of Research Findings 
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4.2  Data Collection 
 
In this research, information was collected in two phases: (i) Questionnaires were sent out 
to practicing project managers and contractors in Hong Kong; (ii) Follow-up interviews 
were conducted with 10 % of the respondents.  
 
The response rate for researches in Hong Kong is known to be low (Lau, 2005). In order 
to ensure a satisfactory response rate for this research, several measures have been taken. 
First, respondents were only required to circle or highlight their answer for all questions. 
This aimed to reduce time and effort of respondents in filling the questionnaire. Second, 
questionnaires were distributed by email. They were sent directly to the target 
respondents whose email and surname could be found. Respondents could complete the 
questionnaire in computer and return directly by email or fax. With higher convenience, it 
is believed that respondents are more willing to assist in this research. By means of email 
transmission, time for data collection was also shortened. 
 
Third, the purpose of each section of the survey was stated at the beginning of the section. 
Thus, a clear concept was presented to the respondents of what answers they should give 
in each section. Last, it was stated in the cover letter that HKD 10 would be donated to 
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the United Nation’s Children’s Fund (UNICEF) upon receiving each returned 
questionnaire. A brief account of the voluntary organization was also given in the cover 
letter. This technique was commonly used in previous researches to motivate people to 
complete the questionnaire. It is believed that people will be interested in participating in 
the research if donations can be made to charity upon such act. 
 
4.3  Target Group 
 
Since the focus of this research was on the study of trust in the bilateral relationship 
between project manager and contractor, these two parties became the target groups of 
respondents in this research. Respondents were asked to complete the questionnaire only 
if they have experiences in managing construction projects. It was presumed that only 
practitioners with: (i) sufficient work experience in the construction industry; (ii) 
sufficient experience in managing construction projects, could understand the kind of 
project manager-contractor relationship that truly existed in the industry. Therefore, 
project managers and contractors who fulfilled the above criteria were invited to 
participate in this survey.  
 
There were altogether 110 questionnaires sent to project managers and contractors in the 
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Hong Kong’s construction industry. They were delivered by fax or email together with a 
cover letter, and the respondents were also directed to return the questionnaire by fax or 
email. The types of target respondents were clearly stated in the cover letter of the 
questionnaire.  
 
Among the 110 questionnaires, 55 were sent to construction companies which were 
randomly drawn from the Hong Kong Housing Authority List of Building Contractors 
under the category of Building (New Works) Group NW1 and NW2. Some of the 
questionnaire were delivered to the human resources department of construction 
companies, and requested to be distributed within the companies. 5 responses were 
requested from large-scale construction firms, like Gammon Construction Limited. 
 
On the other hand, the questionnaire was sent to the human resources department of 15 
randomly selected private clients and requested to be distributed to the project managers 
of the companies. 40 project managers of the Architectural Services Department (ASD), 
whose full name and email were found in the telephone directory of HKSAR government, 
were also contacted and invited to participate in this survey.  
 
  
Chapter 4 Methodology 
 69 
4.4  Questionnaire Survey 
 
The questionnaire survey consisted of 4 sections (see Appendix A). Section 1 aimed to 
collect background information of the respondents. Information such as the respondents’ 
traditional role in construction projects and their professional background were collected 
for the categorization of research findings.  
 
Section 2 was designed to identify important bases of inter-personal trust between project 
manager and contractor. This section of the questionnaire was adopted from a similar 
study in Lau (2005), but 4 additional bases of trust were inserted for respondents to assess. 
They were: fairness of negotiation, honesty, confidence and credibility/reliability of the 
other party. Together with promise keeping and commitment of the other party, these 
items are considered to be factors reflecting one’s integrity (Bhattacherjee, 2002). From 
literature, they are viewed as important trust factors in a trusting relationship (e.g. Mayer 
et al., 1995; Bhattacherjee, 2002). This research was aimed to find out whether this 
proposition was true in the relationship between project manager and contractor. 
 
Validity refers to the degree of confidence one has in the scoring system of a test (Lau, 
2005). It depends on whether the test is able to measure what it is designed to measure, 
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and the extent to which the results of an experimental method (e.g. the questionnaire) lead 
to a clear-cut conclusion. In order to ensure a set of empirical results are meaningful and 
accurately interpreted, it is important that the test employed is validated.  
 
To construct a new validated measurement scale, researchers must repeatedly test and 
revise their measurement tools (such as a questionnaire or a measurement scale) before 
actually use it to collect data. As mentioned by Warr et al (1979), this is not always 
feasible within the span of a single research project. It is sometimes necessary to accept or 
adopt validated scale from previous study so as to obtain reliable data. The choice of 
scales or subscales in a new study will depend upon the degree of specificity required in 
that particular study (Warr et al 1979).  
 
Previous studies have developed a number of validated scales for measuring different 
types or dimensions of trust. In an attempt to measure the level of inter-firm trust between 
project manager and contractor, a validated inter-firm trust scale developed by Lau (2005) 
was adopted as the measurement instrument in this study. It was included in section 3 of 
the questionnaire survey. Lau’s (2005) 25-items inter-firm trust scale was developed 
based on Cummings and Bromiley’s (1996) scale for measuring inter-firm trust in terms 
of predictability, keeping commitments, negotiating honestly and not taking excessive 
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advantage. Six questions were also adopted from Rempel & Holmes trust scale (1986) to 
test the predictability of behavior of a firm.  
  
Having understood the respondents’ viewpoint on inter-personal and inter-firm trust 
between project manager and contractor, it is worthwhile to go further to look at how they 
perceive the effects of trust in this bilateral relationship on project performance. Section 4 
was designed for such a purpose. In Section 4, respondents were asked firstly whether the 
project was more likely to be successful if there was a high level of trust between project 
manager and contractor. Following that, they were asked whether they agreed with 6 
propositions assuming a situation when a high level of trust existed between the project 
manager and contractor in a construction project. In her study, Lau (2005) has identified 
situational factors which gave rise to a high level of trust between project participants in a 
construction project. Derived from her research findings and other literature, the 6 
propositions are the likely outcomes of a high level trust relationship between project 
manager and contractor in a construction project.  
 
Questions in Section 4 of this survey were not validated. They were structured by the 
author to understand viewpoints of the respondents on the issue being studied. The result 
obtained from this section was treated in parallel with the qualitative result from 
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follow-up interviews so that a strong conclusion could be drawn.  
 
The last part of the questionnaire consulted respondents whether they were willing to be 
contacted for a follow-up interview. Spaces were provided for them to leave their name, 
contact number and email for further contact. 
 
4.5 Follow-up Interviews 
 
After the questionnaires were returned, 10% of the respondents were contacted for a 20 
minutes individual interview. This section intended to (i) clarify some information given 
in the questionnaire survey; (ii) gain better understanding of the rationale behind 
respondents’ choice of answers in the survey; and, (iii) obtain information which can not 
be derived from the survey. Respondents were expected to talk about their real life 
experiences during the interviews. It is believed that these experiences will be able to 
reflect the actual trust relationship between project manager and contractor. 
 
Semi-structured interview questions were prepared to be asked in the interviews. These 
questions were designed based on the literature review and the results attained from the 
questionnaire survey. Since the purpose of follow-up interviews was to explore 
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viewpoints of the interviewees on the issue being studied, qualitative information was 
obtained. 
 
4.6  Analysis Procedures and Methods 
 
In this research, quantitative data from questionnaire survey revealed the respective 
viewpoint of the two parties on the nature and extent of trust (in both inter-personal and 
inter-firm level) between them. On the other hand, qualitative data obtained from 
interviews with practitioners explored the reasons behind such perceptions of trust. By 
analyzing both quantitative and qualitative data together, an overview of the trust 
relationship between project manager and contractor in the industry was obtained.  
 
Statistically, a significance level of 0.05 was taken in all statistical tests in this research. It 
was the probability that the null hypothesis was rejected when it was true. Result with a 
significance level of 0.05 or less was regarded as conclusive or significant, i.e. there was 
a small probability that this result was obtained by chance. Null hypothesis was rejected 
in this case as it was unlikely to be true. 
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4.6.1 For the Analysis of Bases of Inter-personal Trust 
For section 2 of the questionnaire survey, respondents were asked to use a scale of 1-5 
(from “totally not important” to “extremely important”) to rate the importance of 25 bases 
of trust. The total score for each item was calculated.  
 
In order to rank the importance of these 25 bases of trust, relative importance of each item 
has to be identified. This was done by formulating the relative importance index (RII) of 
each item with the use of the formula below:  
 
 
 
Where 5   = Highest score of the scale 
 a1  = 1 , score for item that is “totally not important”  
 a2   = 2 , score for item that is “of some importance” 
 a3   = 3 , score for item that is “important” 
 a4   = 4 , score for item that is “mostly important” 
 a5   = 5 , score for item that is “extremely important” 
Xi = ni / N 
Where ni  = Frequency of response for i 
th  
item 
 N  = Total number of responses 
 
Relative Importance Index, RII  = 
5
5
1
i
i
i Xa ×∑
=
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Items with higher RII were ranked higher among the 25 items. This implies that they are 
more important factors/bases affecting inter-personal trust between the project manager 
and the contractor.  
 
According to the scale employed, score “3” indicated that the item was an important base 
of inter-personal trust between the two parties. In an attempt to find out whether 
“integrity” was one of the importance bases of inter-personal trust between the two parties, 
Student’s paired t-test was used in the analysis to compare the sample mean score with the 
control score “3”. 
 
4.6.2 For the Analysis of Levels of Inter-firm Trust 
Since the validated inter-firm trust scale (adopted from Lau, 2005) in the survey was 
developed from the trust scales devised by Cummings and Bromiley (1996), and Rempel 
and Holmes (1986), its scoring system was a combination of the scoring system of the 
two original scales, and it was shown in Appendix B.  
 
The measurement scale was a 1-7 Likert scale from “Strongly Disagree” to “Strongly 
Agree”. Some items required “reverse-key” scoring which, according to Cummings and 
Bromiley (1996), attempted to minimise response-mode bias. The total scale score was 
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computed by adding together the individual item scores. The higher the total score, the 
greater is the extent of inter-firm trust.  
 
From literature, it is believed that project manager and contractor may have different 
perception of the extent of inter-firm trust between them. To recognize any significant 
difference between such perceptions, Student’s unpaired t-test was used to compare the 
scores obtained from the responded group of project managers and the responded group 
of contractors. 
 
4.6.3 For the Analysis of Effects of Trust on Project Performance 
For the 6 propositions regarding the effect of trust between project manager and 
contractor on project performance (refer to Section 4 of the questionnaire), respondents 
were asked to score in accordance to a scale of 1-5 from “Strongly disagree” to “Strongly 
agree”. Percentage of item score with respect to the maximum score was calculated for 
each item and comparison was made among them. The higher the percentage obtained for 
a proposition, the more likely that this proposition is true in situation when a high level of 
trust exists between project manager and contractor. 
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4.7  Hypotheses Testing 
 
From literature, integrity is identified as one of the major factors forming the basis of trust. 
Bhattacherjee’s (2002) study also shows that there are many other bases of trust which 
could actually be encompassed within the concept of integrity. The first hypothesis of this 
research was developed to test this point of view. 
 
Hypothesis 1: Integrity of an individual forms an important basis of inter-personal 
trust between project manager and contractor. 
 
At the inter-firm level, Lau’s (2005) research found that client and subcontractor 
perceived a slightly higher level of inter-firm trust in the Hong Kong’s construction 
industry. From literature, it is believed that the form and extent of inter-firm relationship 
in construction projects is determined by corporate policies. Situating in a different 
position in construction projects, it is believed that project manager and contractor will 
have different strategies in maintaining the relationship between their respective firms in 
order to safeguard their own interests. As a result, they may perceive a different extent of 
inter-firm trust between them. Therefore, the second hypothesis for this research was:- 
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Hypothesis 2: Project manager and contractor perceive a different level of inter-firm 
trust between them. 
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Chapter 5 
Data Analysis and Findings 
 
In this chapter, data collected from the questionnaire survey and interviews are analyzed 
by means of the methods stated in the previous chapter. 
 
5.1 Response Rate of Questionnaire Survey 
 
In this research, 110 questionnaires were sent out and 33 were returned, which 
represented an overall response rate of 30%. Out of the 33 responses, 16 questionnaires 
were returned from the 55 contractors (i.e. a response rate of 29%), and 17 were returned 
from the 55 project managers (i.e. a response rate of 31%). The response rates were lower 
than expected. This could be explained by:  
(i) The questionnaire altogether consisted of 56 items for respondents to rate, which 
might be considered too many. 
(ii) Some contractors did not like to read English. A Chinese version of the 
questionnaire was preferred. 
(iii) The human resource department of some firms refused to distribute the 
questionnaire to their project managers.  
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Owing to the low response rates, this study may not give a representative result showing 
the extent of trust between project manager and contractor. However, as useful 
information was obtained from 6 follow-up interviews with practitioners (representing 18 
% of the respondents), insight could still be gained into the characteristics of trust 
between the two parties in the industry. Quantitative result from the questionnaire survey 
was analyzed in parallel with the qualitative result from interviews in order to develop a 
comprehensive view on the issue being studied. 
 
To ensure reliability of the result, respondents were asked to indicate the number of years 
of engagement in the construction industry and the approximate number of times that they 
have ever been a project manager. As mentioned previously, it was presumed that only 
practitioners with years of engagement in the industry, and experience in construction 
project management, would have sufficient knowledge of the existing kind of project 
manager-contractor relationship in the industry. It was found that 76% of the respondents 
have over 9 years of engagement in the construction industry in Hong Kong, while 70% 
of them have taken up the role of project manager for more than 10 times. 3 respondents 
even expressed that they have taken up this role on more than 80 occasions. Therefore, 
respondents of this survey were regarded to have a degree of understanding on the kind of 
project manager-contractor relationship in the industry. As a result, their opinions and 
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answers were presumed to be able to reflect the actual trust relationship between project 
manager and contractor in the Hong Kong’s construction industry. 
 
Table 5.1 shows the nature of firm that the respondents are working in, their traditional 
role in construction projects and the number of responses in each category of respondents. 
It shows that approximately the same number of responses is obtained from each group of 
respondents.  
 
Nature of firm Traditional role in construction projects No. 
1. Client organization 9 
2. Consultancy firm 
Project Manager 
8 
3. Contractor Contractor 16 
Table 5.1  Categories of respondents and the respective number of responses  
 
Figure 5.1 and 5.2 illustrate the professional background of respondents in each 
respondent group. Besides of traditional project managers (represented by 22% in Figure 
5.2), quantity surveyors (represented by 36% in Figure 5.2) and civil engineers 
(represented by 26% in Figure 5.2) also frequently take up the role of project manager in 
construction projects. On the other hand, professional background of respondents, who 
usually act on behalf of the contractor in construction projects, is rather even (See Figure 
5.3).  
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22%
4%
4% 4%
4%
26%
36%
Civil Engineer
Project Manager
Architect  
Service Engineer
Quantity Surveyor
Building Surveyor
Other
 
Figure 5.1 Professional Background of Respondents who are in the role of Project 
Manager 
 
13%
6%
19%
19%
30%
13%
Civil Engineer
Project  Manager
Planner
Quantity Surveyor
Builder
Other 
 
Figure 5.2 Professional Background of Respondents who are in the role of 
Contractor 
 
5.2 Result Analysis 
 
Basically, 3 analyses were conducted in this research. First, it was the analysis of bases of 
inter-personal trust in a project manager-contractor relationship. Hypothesis 1 was tested 
to find out whether integrity was an important basis of inter-personal trust between the 
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two parties. Second, it was about the exploration of difference between the perception of 
project manager and that of contractor on the extent of inter-firm trust between them. 
From this analysis, hypothesis 2 was tested. Third, the effect of trust between the two 
parties on project performance was analyzed. 
 
5.2.1 Analysis of Bases of Inter-personal Trust 
Hypothesis 1: Integrity of an individual forms an important basis of inter-personal 
trust between project manager and contractor. 
 
Section 2 of the questionnaire survey was designed to collect data for testing the first 
hypothesis in this research. In particular, item y in this section directly asked the 
respondents to rate the importance of the other party’s integrity in effecting inter-personal 
trust between them.  
 
Respondents were asked to score each item by means of a 1-5 scale. Score “3” indicated 
that the item was an important base of inter-personal trust between project manager and 
contractor. The sample mean score was tested with Student’s paired t-test to see whether it 
was significantly higher than the control score “3”. Therefore, the null hypothesis for this 
test was that the sample mean score was lower than the score “3”. The result is shown in 
Table 5.2. 
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Item Mean 
Standard 
deviation 
t-score 
Critical 
value 
(Significance 
level: 5%) 
Result 
Integrity within X 3.79 0.89 
y. 
Control 3.00 0 
5.07 2.04 Significant 
Promise keeping of X 4.03 0.92 
l. 
Control 3.00 0 
6.45 2.04 Significant 
Honesty of X 4.03 0.81 
p. 
Control 3.00 0 
7.31 2.04 Significant 
Credibility/Reliability 
demonstrated from X 
4.00 0.79 
c. 
Control 3.00 0 
7.27 2.04 Significant 
The commitments 
demonstrated from X 
3.97 0.81 
i. 
Control 3.00 0 
6.88 2.04 Significant 
Fairness of 
negotiations with X 
3.58 0.79 
w. 
Control 3.00 0 
4.18 2.04 Significant 
 
For each item, the t-score obtained was significantly higher than the corresponding 
critical value. This implies that respondents do think that integrity forms an important 
basis of inter-personal trust between project manager and contractor, and this result is not 
obtained just by chance. In this case, null hypothesis is rejected and Hypothesis 1 is 
confirmed. 
 
Table 5.2 Data from Questionnaire (Section 2) treated with Student’s paired t-test 
(Median was found to be 4.00 in all cases. It was presumed that all sets of data were normally 
distributed.) 
  
Chapter 5 Data Analysis and Findings 
 85 
According to the study of Bhattacherjee (2002), promise keeping, honesty, 
credibility/reliability, commitment and fairness are bases of trust which can be reconciled 
within the concept of integrity. Individual Student’s paired t-test was conducted to test 
whether these items were important bases of inter-personal trust between project manager 
and contractor. Table 5.2 showed that all the t-score obtained were significantly higher 
than the corresponding critical value. The result revealed that all these items were 
important bases of inter-personal trust between project manager and contractor. 
 
The above analyses demonstrated the collective view of project managers and contractors 
on inter-personal trust between them. Yet there was a possibility that one party might 
score low for integrity but the high score gave by the other party pulled up the mean score, 
which brought about the above result. Having recognized this, individual Student’s paired 
t-test was again conducted to test the result from each group of respondents. The result is 
shown in Table 5.3. It was found that both parties perceive integrity as an important basis 
of inter-personal trust between them. 
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Respondent Mean 
Standard 
deviation 
t-score 
Critical value 
(Significance 
level: 5%) 
Result 
Contractor 3.63 0.50 
Control 3.00 0 
5.00 2.12 Significant 
Project Manager 3.94 1.15 
Control 3.00 0 
3.39 2.13 Significant 
Table 5.3 Data from Individual Groups treated with Student’s Paired t-test 
(Median was found to be 4.00 in both cases. It was presumed that both set of data were normally 
distributed.) 
 
Furthermore, in order to rank the importance of the 25 bases of trust, Relative Importance 
Index of each item was calculated. Relative Importance Index for the 25 bases of 
inter-personal trust ranged from 0.6 to 0.81, with 4 exceptional items which fell below 
this range (See Table 5.4). Table 5.2 shows that “promise keeping”, “honesty”, 
“credibility/reliability”, “cooperation”, “commitments” and “experience in working 
together” were ranked high among the 25 items, and have a Relative Important Index of 
0.79 or more. They were considered as important bases of inter-personal trust in a project 
manager- contractor relationship. For integrity alone, it has a Relative Importance Index 
of 0.76.  
 
Having gained an overview of the characteristics of inter-personal trust between project 
manager and contractor, it is worthwhile to study the issue from individual perspective of 
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respondents and evaluate their difference. Table 5.5 tabulates the respective ranking made 
by the two groups of respondents on the importance of the 25 bases of inter- personal 
trust.  
 
The analysis revealed that project managers generally assigned a higher score for the 4 
most important bases of inter-personal trust (identified in the global group of data) than 
that of the contractor. “Credibility/ reliability of the other party” obtained the highest 
Relative Importance Index in the project manager’s set of data, followed by their 
collaborative working experience. This implies that to cultivate inter-personal trust 
between project manager and contractor, the project manager is more concerned about the 
intrinsic value (e.g. integrity) of the contractor in a construction projects. If the contractor 
is more credible or reliable, project managers believe there will be a higher level of 
inter-personal trust between them. 
 
For the group of contractors, “commitments” was considered to be the most important 
bases of inter-personal trust in their relationship with the project manager, followed by the 
positive relationship that was developed between them. It indicates that if the project 
manager is more committed to the construction project, the contractors see a higher level 
of inter-personal trust between them. 
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Rank Bases of Inter-personal Trust 
Total 
Score 
Mean RII 
1 l. Promise keeping of X 133 4.03 0.81 
2 p. Honesty of X 133 4.03 0.81 
3 c. Credibility/Reliability demonstrated from X 132 4.00 0.80 
4 j. The cooperation demonstrated from X 132 4.00 0.80 
5 i. The commitments demonstrated from X 131 3.97 0.79 
6 b. Your experience in working with X 130 3.94 0.79 
7 s. The positive relationship you have already built with X 126 3.82 0.76 
8 y. The integrity within X 125 3.79 0.76 
9 v. The action that X has taken 123 3.73 0.75 
10 f. Your confidence in X 121 3.67 0.73 
11 h. The willingness to cooperate from X 119 3.61 0.72 
12 w. Fairness of negotiations with X 118 3.58 0.72 
13 t. Reputation of X 116 3.52 0.70 
14 q. Face-to-face communication you have with X 115 3.48 0.70 
15 n. The agreement that you have with X 113 3.42 0.69 
16 a. Your general impression about X 111 3.36 0.67 
17 d. Your knowledge of the person who can influence X 111 3.36 0.67 
18 o. The way /sequence X works 111 3.36 0.67 
19 r. The frequency of interaction with the X 111 3.36 0.67 
20 e. The control you can exercise with X 109 3.30 0.66 
21 g. The balance of risk with X 105 3.18 0.64 
22 x. 
What you have learnt about X from a third party that you 
trust 
99 3.00 0.60 
23 u. What you have learnt about X from source 97 2.94 0.59 
24 k. The value-added service provided by X 93 2.82 0.56 
25 m. The reward and/or punishment provided to X 91 2.76 0.55 
 Table 5.4 Relative Importance of Bases of Inter-personal Trust  
- A Collective View 
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 Contractor Project Manager 
Global 
Rank 
 Bases of Inter-personal Trust 
Total 
Score 
RII Rank 
Total 
Score 
RII Rank 
1 l. Promise keeping of X 61 0.76 5 72 0.85 3 
2 p. Honesty of X 62 0.78 4 71 0.84 4 
3 c. Credibility/Reliability demonstrated from X 58 0.73 7 74 0.87 1 
4 j. The cooperation demonstrated from X 62 0.78 3 70 0.82 6 
5 i. The commitments demonstrated from X 65 0.81 1 66 0.78 11 
6 b. Your experience in working with X 57 0.71 11 73 0.86 2 
7 s. 
The positive relationship you have already built 
with X 
64 0.80 2 62 0.73 12 
8 y. The integrity within X 58 0.73 8 67 0.79 10 
9 v. The action that X has taken 55 0.69 16 68 0.80 8 
10 f. Your confidence in X 53 0.66 18 68 0.80 9 
11 h. The willingness to cooperate from X 58 0.73 9 71 0.84 5 
12 w. Fairness of negotiations with X 60 0.75 6 58 0.68 13 
13 t. Reputation of X 56 0.70 13 70 0.82 7 
14 q. Face-to-face communication you have with X 58 0.73 10 57 0.67 16 
15 n. The agreement that you have with X 55 0.69 17 58 0.68 15 
16 a. Your general impression about X 53 0.66 19 58 0.68 14 
17 d. 
Your knowledge of the person who can influence 
X 
56 0.70 14 55 0.65 18 
18 o. The way /sequence X works 57 0.71 12 54 0.64 20 
19 r. The frequency of interaction with the X 56 0.70 15 55 0.65 19 
20 e. The control you can exercise with X 53 0.66 20 56 0.66 17 
21 g. The balance of risk with X 53 0.66 21 52 0.61 21 
22 x. 
What you have learnt about X from a third party 
that you trust 
50 0.63 23 49 0.58 22 
23 u. What you have learnt about X from source 50 0.63 22 47 0.55 24 
24 k. The value-added service provided by X 44 0.55 25 49 0.58 23 
25 m. The reward and/or punishment provided to X 46 0.58 24 45 0.53 25 
 Table 5.5 Relative Importance of Bases of Inter-personal Trust  
– From the Individual Perspective 
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5.2.2 Analysis of Levels of Inter-firm Trust 
Section 3 of the questionnaire survey adopted an inter-firm trust scale from Lau (2005) 
for measuring the extent of inter-firm trust between project manager and contractor. The 
analysis of data collected from this section was separated into two. First, statistical test 
was employed to test whether hypothesis 2 was correct in saying that there was a 
significant difference in the perceived level of inter-firm trust between the project 
manager and the contractor.  
 
Hypothesis 2: Project manager and contractor perceive a different level of inter-firm 
trust between them. 
 
Situating at different positions in a construction project, it is believed that the project 
manager and the contractor may have a different view on inter-firm trust between them. 
To prove this presumption, the data was sorted into two groups: the project manager 
group and the contractor group. Owing to the small sample size and low response rates, 
Student’s unpaired t-test at a significance level of 0.05 was used for the comparison. The 
statistical result is shown in Table 5.6. 
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Respondent 
Mean/ 
median 
Standard 
deviation 
t- 
score 
95% 
confidence 
interval for 
mean 
Critical value 
(Significance 
level: 5%) 
Result 
Contractor 102 6.17 
98.66 - 
105.0 
Project 
Manager 
101 6.19 
0.38 
97.94 - 
104.1 
2.36 Insignificant 
 
 
Since the mean in both sets of data was found to be the same as the median, it was 
concluded that both set of data were normally distributed. The t-score obtained in each 
data set was far lower than the corresponding critical value. Therefore, the test could not 
be concluded as significant in proving that the project manager and the contractor have a 
different perception of the level of inter-firm trust between them. By interpreting the 
means, medians and standard deviations of the result, it was found that both parties 
perceive more or less the same extent of inter-firm trust between them. Hypothesis 2 was 
refuted. 
 
Further looked at the subscales of the trust scale (result is shown in Table 5.7), the overall 
scores obtained from both the contractor group and the project manager group were of the 
same percentage with respect to the maximum score (58%). This reconfirms the above 
findings that the two parties have more or less the same perception of the extent of 
Table 5.6 Data from Questionnaire (Section 3) treated with Student’s unpaired 
t-test 
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inter-firm trust between them.  
 
Contractor Project Manager 
Subscales Mean 
Score 
% w.r.t. the 
max. score 
Mean 
Score 
% w.r.t. the 
max. score 
Keep commitments (KC) 25.7 61% 26.7 64% 
Negotiate honestly (NH) 26.9 55% 26.1 53% 
Avoid taking excessive advantage (AA) 23.6 56% 23.7 56% 
Predictability (PD) 25.6 61% 24.5 58% 
Overall 25.5 58% 25.3 58% 
Table 5.7  Data from Inter-firm Trust Subscales 
 
Considering the individual subscales, both parties assigned more or less equal weight for 
each of the 4 subscales, which ranged from 53% -64% with respect to the maximum score. 
The subscale calculation gave further information that both parties score “keeping 
commitment” the highest when considering inter-firm trust between them (while the 
contractor score both “keeping commitments” and “predictability” the highest). 
 
Secondly, it is worthwhile to gain a collective view of whether there is a high level of 
inter-firm trust between the two parties. Based on Shaw’s (1997) classification of trust as 
low, medium or high according to the score, Lau (2005) suggests to take one third of the 
total score (i.e. score 25 to 75) as a low level, one quarter of the total score (i.e. score 76 
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to 100) as a medium level, and the rest (i.e. score 101 to 175) will be as a high level of 
inter-firm trust. Therefore, obtaining a score of 101 or above is presumed to be having a 
high level of inter-firm trust between the two parties.  
 
For this analysis, the sample scores ranged from 90 to 113. The sample mean score was 
found to be 101.4. 19 out of the 33 samples obtained a score of or above 101. According 
to Lau’s (2005) interpretation, score 101 is the baseline for the existence of high level of 
inter-firm trust between parties. Thus, it may presume that these 19 respondents perceive 
a high level of inter-firm trust exists between project manager and contractor in the Hong 
Kong’s construction industry. 
 
5.2.3 Analysis of Effects of Trust on Project Performance 
In Section 4 of the questionnaire, all 33 respondents agreed that the project would likely 
to be successful if there was a high level of trust between project manager and contractor.  
The second question asked about whether they agreed with 6 propositions presuming a 
situation when a high level of trust existed between project manager and contractor. The 
result is shown in Table 5.8.  
 
Respondents were most supportive to proposition (a), which said that the project would 
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be completed in a cooperative manner between the project manager and contractor in 
situation when a high level of trust existed between the two parties. It has the highest 
percentage (90%) with respective to the maximum score of 165. The lowest of such 
percentage (74%) was obtained by proposition (b). This proposition said that “100% of 
the work will be performed in accordance to the budget” under the presumed situation.  
 
It is concluded that the 5 proposition (excluding proposition (b)), which obtain a score of 
more than 80% with respect to the maximum score, are the likely consequences of 
construction projects when there is a high level of trust between project manager and 
contractor. 
 
Statement Score 
% w.r.t. the 
max. score 
a. The project is more likely to be completed on schedule. 135 82% 
b. 100% of the work is performed in accordance to the 
budget. (Cost plan is tightly followed) 
122 74% 
c. The project is completed in a cooperative manner between 
the two parties. 
149 90% 
d. Disputes are resolved to the satisfaction of both parties, 
when interests of each party have been well taken care of. 
135 86% 
e. Problems are solved with appropriate actions. Solutions to 
problems are produced relatively easily. 
140 85% 
f. Project is completed to the satisfaction of clients in terms 
of quality. 
135 82% 
Table 5.8  Date from Section 4 of questionnaire survey
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Chapter 6 
Discussion 
 
This research focuses on the exploration of trust relationship between project manager 
and contractor in the industry, and how it affects project performance. In this chapter, 
analyses done in the previous chapter will be discussed together with the qualitative data 
collected from follow-up interviews. 
 
6.1 Discussion on Bases of Inter-personal Trust 
 
The ranking of important bases of trust (in the first analysis) reveals that inter-personal 
trust between project manager and contractor emphasizes on promise keeping, honesty 
and credibility/reliability of another party. These are intrinsic value of a person and they 
feature the level of integrity that a person possesses (Lau, 2005).  
 
Referring to the research done by Lau (2005), the highest Relative Importance Index 
obtained for the same test was 0.79 (compared to 0.81 in this research). Interestingly, 
disregarding the inclusion of 4 additional items, this research has obtained the same result 
as Lau’s (2005) research, i.e. “cooperation”, “commitments”, “experience in working 
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together” and “positive relationship” were ranked top 4 among the 25 items. They were 
considered as the most important bases of inter-personal trust between project manager 
and contractor. But for 3 of the 4 additional items, i.e. “promise keeping”, “honesty” and 
“credibility/reliability”, they were ranked even higher than the “top 4” found in Lau’s 
research. This reinforces the proposition that integrity constitutes an important basis of 
inter-personal trust between project manager and contractor. 
 
Being asked whether integrity was important to the trust relationship between project 
manager and contractor, practitioners generally agreed with this saying. A project 
manager expressed that integrity was the sole basis on which they determined whether a 
contractor should be trusted. Integrity determined whether the contractor would keep their 
promise and do what they have promise to do.  
 
A contractor expressed that they needed accurate information from the architect or clients 
at all time throughout the project. Since they did not have a direct channel of 
communication with the clients (for sometimes, the end-users), project manager acted as 
the only “media” for the information flow. If the project manager was not reliable and did 
not keep their promise, this information flow would be hindered. The project would not 
be able to progress smoothly and disputes would probably be aroused.  
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In another interview with a project manager, the interviewee said that contractor generally 
tended to rush the work in order to avoid being claimed for liquidated damages. Thus, 
quality control was important in a construction project. Measures, like spot checking, 
should always be maintained by the project manager. If the contractor has high level of 
integrity, he would feel more “comfortable” in working with this contractor as he did not 
need to worry much about the quality of work on site. However, if the contractor was not 
credible, spot checking has to be frequent and many preventive measures have to be taken 
in order to monitor the quality of work. This experience does not only prove the 
importance of integrity, it also reveals that trust can reduce transaction costs of a 
construction project. With trust, the project management process is made more efficient 
and effective, and a low transaction cost is involved. 
 
Table 5.4 showed that 4 bases of inter-personal trust have obtained a relatively low 
Relative Importance Index when compared with the rest. This result implies that 
inter-personal trust between project manager and contractor is not based on what have 
been learnt from a third source, value-added service provided by the other party and the 
reward or punishment provided to the other party. It is more concerned with the intrinsic 
value of the other party, and especially integrity. Knowledge from a third source may not 
be always reliable. It is believed that when you work with a contractor (or project 
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manager), you should get to know about him by continuous direct interactions. With more 
communications, misunderstandings are resolved between parties, thus work can be done 
more efficiently. There was a common consensus among interviewees that direct 
interaction was able to enhance inter-personal trust between project manager and 
contractor. Concerning about value-added services, practitioners regarded these as not 
directly related to inter-personal trust between project manager and contractor. Lastly, 
they believe that if trust was concerned in a relationship, reward or punishment would not 
be taken seriously. 
  
6.2  Discussion on Inter-firm Trust 
 
The research result reveals that project manager and contractor have more or less the 
same perception of the level of inter-firm trust between them. Interviewees expressed that 
in the industry, inter-personal trust was considered to be more important than inter-firm 
trust in a project manager-contractor relationship. One of the project managers expressed 
that inter-firm trust, in real term, was not significant in the relationship between project 
manager and contractor. He explained a project manager was more concern with the 
credibility and integrity of the contractor. He was more concern with whether the 
contractor would be able to finish the work as scheduled, rather than the reputation of the 
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firm that they came from. Reputation of the contractor firm would just be an associate 
factor to his perception of the contractor’s team. Due to the frequent interactions between 
the project manager and the contractor, it was inter-personal trust which truly matter the 
relationship between them. The same view was expressed by a number of contractors 
being interviewed. Therefore, merging with the results from previous researches, it is 
considered that inter-firm trust is more likely to be insignificant between the project 
manager and contractor throughout the construction stage. It would more be the case 
between the contractor and clients particularly at the pre-tender stage of the project, when 
the contractor is selected. This brings about the result that both the project manager and 
the contractor perceive more or less the same level of inter-firm trust between them. 
 
Furthermore, the analysis of subscales of the inter-firm trust scale reveals that inter-firm 
trust between project manager and contractor stresses on commitment keeping. This is 
consistent with Shaw’s (1997) proposition that a person with integrity is likely to be 
trusted. It is because he will behave in accordance with his actions and words. 
Interestingly, this concept is also applicable to inter-firm level of trust between project 
manager and contractor. A firm will be trusted if it is able to fulfill its commitments. That 
is to say, the contractor firm (or the consultancy firm that the project manager represented) 
has to ensure that its staff is able to work out what it has promised to the other parties, and 
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deliver what is expected from them in order to be trusted.  
 
6.3      Discussion on Effects of Trust on Project Performance 
 
Section 4 of the survey found that with a high level of trust between project manager and 
contractor, practitioners perceived that the project would more likely to be completed on 
schedule and to the satisfaction of clients in terms of quality. In such situation, the project 
manager and contractor would work in a cooperative manner throughout the duration of 
the project, and interests of both parties would be well taken care of. Furthermore, 
problems would be solved with appropriate actions, and the solutions would be produced 
relatively easily. This reveals that trust between project manager and contractor will be 
able to facilitate the attainment of project success in construction projects. 
 
Nevertheless, even if there was trust between project manager and contractor, it was 
unlikely to be the case that 100% of work would stay within the budget when compared 
with the other 5 propositions. Yet, interviewees believed that this would not affect the 
attainment of project success. This result comes in line with the widely theorized idea on 
project success: project success is not confined within the three-angle framework of 
on-time delivery, within-budget expenditures and up-to-standard performance. It is about 
  
Chapter 6 Discussion 
 101 
the satisfaction of key people’s wants in the project. Therefore, a project may still attain 
success in situation when budget is exceeded.  
 
6.4     Discussion on Trust, Cooperation and Project Success 
 
Table 5.4 reveals that practitioners also regard cooperation, commitments and past 
working experience as important bases of inter-personal trust between project manager 
and contractor (Being ranked No. 4 to 6). It is an undisputed idea that cooperation brings 
about project success. With cooperation between project manager and contractor, client’s 
objectives will be effectively transmitted to the operational level (i.e. the workers), thus 
the project is more likely to be completed to the satisfaction of clients.  
 
To enhance cooperation, practitioners agreed that effective communication was crucial as 
it allowed the flow of accurate information. For most of the construction projects, 
day-to-day communications (either on phone or by email) are maintained between project 
manager and contractor such that issues can be clarified within the shortest period of 
time.  
 
Besides, it is known from interviews that trust between project manager and contractor 
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allows discretion in construction projects. A real life situation has been coincidently 
mentioned by 3 contractors as an example to illustrate this point, which was the situation 
when variations have to be incorporated in the project: If the contractor trusted the project 
manager, they would carry out the variation works in accordance to what the project 
manager have instructed even if formal instructions (i.e. the architect’s instructions) were 
not issued yet. The Architect’s instructions are the formal documents which prove that the 
contractors have been given an order to carry out the variation works, and these 
documents oblige the contractor to claim for the costs incurred. They will not be able to 
recover this cost if the Architect’s instructions are not issued at the end of the day. The 
contractors honestly expressed that they would not take such risk if they did not trust the 
project manager. It is found that discretion smoothen the construction process, thus higher 
efficiency and effectiveness are attained in a project. In addition, this reveals that trust is 
about taking risk in a relationship (Mayer et al., 1995).  
 
Employing an overview on the effect of trust between project manager and contractor on 
project performance, it is believed that a high level of trust between the two parties 
improves project performance by giving rise to better cooperative between them.
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Chapter 7 
Conclusion 
 
7.1  Conclusion 
 
As previously mentioned, construction projects involve a large number of individuals 
who are from different organizations and with different interests in the project. They have 
to work in joint efforts in order to achieve project goals. Trust is important in such 
working environment to ensure smooth running of the construction projects.  
 
The merits of trust have been widely theorized in literature. On the other hand, authors 
such as Walker (2002) have maintained the significance of construction project 
management process to project success. Therefore, this research has tried to draw a 
linkage between the concept of trust and the concept of construction project management. 
From then, it sought to understand the trust relationship between client’s project manager 
and contractor in the construction industry in Hong Kong. At the end, it tried to explain 
the effects of trust in such bilateral relationship on project performance. 
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The objectives of this study are:   
1. To link the concept of trust with the concept of construction project management.  
2. To find out how project manager and contractor perceive trust as being between 
them. 
3. To explore the effects of trust between the two parties on project performance. 
 
To achieve objective 1, a cross-discipline concept of trust and its characteristics were 
understood first by a review of trust literature. It was found that trust was generally 
regarded as a psychological state which involved risk taking in a relationship. Second, it 
was a review of literature on the concept of construction project management and the 
associated relationship management in the construction industry. It was found that project 
manager bore an essential role in influencing relationships in construction projects. Third, 
a linkage was established between the concept of trust and construction project 
management. Together with the findings from questionnaire survey and follow-up 
interviews, this research revealed that a trusting relationship between project manager and 
contractor would bring about better project performance. This could be explained by a 
more effective communications and a reduction of suspicions as a result of the trusting 
relationship. After all, objective 1 was achieved. 
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Objective 2 was set to look at how project manager and contractor perceive the nature and 
extent of trust as being between them. By ranking the importance of 25 bases of 
inter-personal trust and testing the results with Student’s t-test, it was found that integrity 
was considered as an important base of inter-personal trust between project manager and 
contractor, followed by cooperation and collaborative working experiences. This 
confirmed Hypothesis 1 of this research, which said that “integrity was an important basis 
of inter-personal trust between project manager and contractor”.  
 
At the inter-firm level, trust scale was employed to find out how the two parties perceived 
the nature and extent of inter-firm trust between them. By testing the result with Student’s 
t-test, no significant difference was found between the perceptions of the two parties in 
this aspect. This finding refuted Hypothesis 2 of this research, which said that “project 
manager and contractor perceive a different level of inter-firm trust between them”. From 
interviews, it was found that practitioners generally considered that inter-firm trust was 
less significant in such a bilateral relationship when compared with inter-personal trust. 
These findings provide an insight into the nature and extent of trust (at both inter-personal 
and inter-firm level) between project manager and contractor. Objective 2 was achieved.  
 
For Objective 3, it aimed to look at the effects of trust between project manager and 
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contractor on project performance. By structured questions in questionnaire survey and 
follow-up interviews, it was found that a high level of trust between project manager and 
contractor was believed to have positive effects on project performance. Besides, the 
result was found to be consistent with what the literature has maintained about project 
success: Project success should not be defined narrowly as on-time delivery, within 
budget and up-to-standard performance. It is about the attainment of satisfaction of key 
stakeholders of the project. By these findings, objective 3 was achieved.  
 
The aim of this research is to apply a general concept of trust in the study of construction 
project management in one-off construction projects. It aims to gain insight into the trust 
relationship between client’s project manager and contractor in the construction industry 
in Hong Kong. All in all, this aim has been achieved by statistical testing of survey results 
from the industry. It is concluded that (i) trust should be maintained as a basis of 
construction project management in Hong Kong; (ii) inter-personal trust between project 
manager and contractor concerns with one’s integrity; (iii) a high level of trust between 
the two parties has positive effects on project performance. 
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7.2  Implications of Study 
 
The focal trust-related issue of project management that has been discussed in this study 
was the effects of trust between project manager and contractor on project performance. A 
high level of trust was generally observed between project manager and contractor. It was 
also found that the intrinsic value, particularly integrity, of the other party was a critical 
determinant of trust between the two parties. The research result brings out the 
importance of maintaining one’s integrity within the construction industry. In order to be 
trusted, firms should maintain integrity as the core value for their services. They should, 
so as their staff, follow through their commitments and acts in accordance to their 
promises.  
 
The research found that practitioners were concerned with the development of trust. They 
believed that a high level of trust between project manager and contractor might bring 
about more effective communications and information flow, which led to better project 
performance. In recent years, partnering has been promoted for use in construction as a 
project-delivery approach which encourages cooperation in construction environment. 
Trust is an important prerequisite for the establishment of a successful partnering 
relationship, and it is believed that successful construction partnering will bring about 
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better project performance. Over the next decade, it is anticipated that developments in 
trust will continue to span many other areas of construction project management. 
 
From this study, the linkage between trust and the concept of construction project 
management was established as: Effective project management process is a critical 
determinant of project success, and the establishment of trust in such process is regarded 
as crucial. This research sheds light on the importance of relationship management in the 
construction industry. It is believed that project manager, being the integrator as well as 
the focal point of communications in a construction project, should initiate the 
development of trust among project stakeholders. The establishment of such trusting 
relationships will allow higher quality of information flow, prompt identification of 
problems and their cause, and immediate solution to such problems. This facilitates the 
collaborative working of all units of the project, thus lead to better project performance. 
Therefore, a project manager can ensure a construction project to be delivered to the 
satisfactory of its key stakeholders by maintaining trust as the basis of the project 
management process. 
 
 
 
  
Chapter 7 Conclusion 
 109 
7.3 Limitations of the Study 
 
One of the difficulties incurred in this research is that the questions in the survey are all in 
English. It was found that some experienced contractors did not like to read English. 
Therefore, they refused to answer the questions, resulting in a low response rate for the 
survey.  
 
Because of the low response rate, this study did not produce a representative result to 
explain the extent of trust relationship between project manager and contractor in Hong 
Kong’s construction industry. Yet, it provides insight into the nature of trust between the 
two parties, and the significance of trust to construction project management. 
 
Besides, it is a common practice in Hong Kong for the client to appoint external 
consultants (such as the architect) to carry out dual functions (i.e. being a specialist as 
well as the project manager) in construction projects. In some projects, the role of project 
manager was even implied, that is, the consultants took up the role of project manager 
without recognizing it. Trust is a perception. Such perception will be different if it is 
viewed from different perspectives. Having a dual role in a construction project, it is 
unavoidable that these project managers may unconsciously take the viewpoint from a 
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specialist rather than a project manager in answering the questionnaire survey. 
Consequently, the survey may yield a different perception of trust. Therefore, 
practitioners, who specialized only in project managing construction, were invited to this 
research whenever possible. Yet, there was just 22 % respondents in the group of project 
managers whose background were solely a project manager. 
  
7.4      Suggestions for Further Research 
 
This study contributes to a further exploration of trust in construction project management 
in a number of ways. First, there was insufficient significant evidence to confirm that 
project manager and contractor have a different perception of the level of inter-firm trust 
between them. From the result generated by the trust scale, it was seen that both parties 
generally perceived a slightly high level of inter-firm trust (score 101 or more) between 
them. However, this result was not conclusive as it has not been statistically tested with a 
standard score, which indicated the existence of a high level of inter-firm trust, for its 
significance. It is suggested that further research can be conducted to explore the nature 
and extent of inter-firm trust between project manager and contractor in the industry. 
 
Second, as previously discussed, project success is about the satisfaction of key 
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stakeholders of the project. It is usually defined as on-time delivery, within-budget 
expenditures and up-to-standard technical performance (Munns and Bjeirmi, 1996). 
Project success could also be also be defined by many other variables depending on the 
objectives of key stakeholders in the particular project. This study has analyzed in general 
the effects of trust between project manager and contractor on project performance. The 
effect of trust in this bilateral relationship can further be tested individually in each aspect 
of project performance, such as the time, cost and quality aspects. These further studies 
will bring about a more comprehensive view on the effects of such a trusting relationship 
on project performance. 
 
Last, there are many trust-related areas of research that can be conducted in the 
construction industry. In particular, Lewicki et al. (1998) argue that trust and distrust are 
separable but linked concept. They are not “opposite ends of a single continuum” 
(Lewicki et al., 1998). When it is generally recognized that there is trust between project 
manager and contractor in most of the construction projects, studies may also be 
conducted to explore whether there is distrust encountered in such relationship.  
 
Technically, to conduct a questionnaire survey within the construction industry in Hong 
Kong, it is suggested that a Chinese version of questionnaire survey should be prepared 
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whenever it is possible. It was found that practitioners were generally more comfortable 
with a Chinese version of questionnaire than an English version one. Some of them even 
got confused with a few English terms on the survey, which might give rise to inaccurate 
results if explanations were not given promptly. 
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APPENDIX A: QUESTIONNAIRE SURVEY 
 
COVERLETTER 
 
 
Dear Sir/Madam,  
 
Survey for an Undergraduate Research Project 
 
I am a final year student in Department of Real Estate and Construction, The University 
of Hong Kong. Recently I am conducting an undergraduate research on Trust relationship 
between project managers (on behalf of clients) and contractors in the construction 
industry in Hong Kong. The aim of this research is to study how trust exists between the 
two parties in recent years. Therefore, viewpoints from practitioners, who have 
experience in construction project management, are mostly wanted for this research. 
 
It would be most grateful if you could spare 5 minutes in completing the attached 
questionnaire and return it to the undersigned via email: angelawkso@gmail.com, or fax 
at (852) 2896 2262, at your earliest convenience. I hereby promise that ALL SURVEY 
RESULTS WILL BE KEPT STRICTLY CONFIDENTIAL and are solely used for the 
purpose of this research. 
  
In addition, I hereby promise that upon receiving each returned survey, I will donate 
HKD 10 to the United Nation’s Children’s Fund (UNICEF - 聯合國兒童基金會), which 
is a UN organization working specifically to ensure children’s rights in survival, 
development and protection worldwide. UNICEF receives no funding from the United 
Nations. It relies solely on people to make voluntary contributions to raise fund.  
 
Thank you very much for your kind attention. 
 
Yours Faithfully, 
 
So Wing Kwan Angela 
 
Department of Real Estate and Construction  
The University of Hong Kong 
  
Appendix A: Questionnaire Survey 
 - 2 - 
SECTION 1: COMPANY PROFILE 
Section 1 is used to collect some basic information of the respondent. Please fill in the 
information on behalf of your company. All information will be kept in strict 
CONFIDENTIAL. 
 
Nature of the firm you are working in:  
(Please highlight/circle one of the followings)  
4. Client organization 5. Consultancy firm  
6. Contractor 7. Sub-contractor 
8. Other  (Specify:                        ) 
 
 
Position in the Company :                                   
Years of Engagement in construction industry :                                   
 
 
Which of the following most closely represent your professional background? 
(Please highlight/circle one of the followings)  
1. Civil Engineer 2. Project Manager 
3. Structural Engineer  4. Architect  
5. Service Engineer 6. Quantity Surveyor 
7. Interior Designer 8. Building Surveyor 
9. Builder 10. Planner 
11. Other  (Specify:                        ) 
 
 
Please approximately indicate the number of projects that you have project managed 
during your career.                                
 
Number of projects :                      
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SECTION 2: MEANING OF INTER-PERSONAL TRUST 
This section is designed to identify the characteristics/ components of inter-personal trust 
in project manager-contractor relationship in the construction industry in Hong Kong. 
 
Please highlight/circle the appropriate: 
You mainly act as:  Client’s Project manager/ Contractor 
“X” represents the contact person on behalf of:  Client’s Project manager/ Contractor 
 
From your experience, please kindly score for each item according to their level of 
importance in effecting inter-personal trust in a project manager-contractor relationship in 
Hong Kong.  
 
Explanations of the Scoring: 
5 --- The item is extremely important for the subjected trust relationship 
4 --- The item is mostly important for the subjected trust relationship 
3 --- The item is important for the subjected trust relationship 
2 --- The item is of some importance for the subjected trust relationship 
1 --- The item is totally not important for the subjected trust relationship 
 
 
Inter-personal trust is based upon     
Not 
Imp. 
Ext. 
Imp. 
a. Your general impression about X 1   2   3   4   5 
b. Your experience in working with X 1   2   3   4   5 
c. Credibility/Reliability demonstrated from X 1   2   3   4   5 
d. Your knowledge of the person who can influence X 1   2   3   4   5 
e. The control you can exercise with X 1   2   3   4   5 
f. Your confidence in X 1   2   3   4   5 
g. The balance of risk with X 1   2   3   4   5 
h. The willingness to cooperate from X 1   2   3   4   5 
i. The commitments demonstrated from X 1   2   3   4   5 
j. The cooperation demonstrated from X 1   2   3   4   5 
k. The value-added service provided by X 1   2   3   4   5 
l. Promise keeping of X 1   2   3   4   5 
m. The reward and/or punishment provided to X 1   2   3   4   5 
n. The agreement that you have with X 1   2   3   4   5 
o. The way /sequence X works 1   2   3   4   5 
p. Honesty of X 1   2   3   4   5 
q. Face-to-face communication you have with X 1   2   3   4   5 
r. The frequency of interaction with the X 1   2   3   4   5 
s. The positive relationship you have already built with X 1   2   3   4   5 
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Inter-personal trust is based upon     
Not 
Imp. 
Ext. 
Imp. 
t. Reputation of X 1   2   3   4   5 
u. What you have learnt about X from source 1   2   3   4   5 
v. The action that X has taken 1   2   3   4   5 
w. Fairness of negotiations with X 1   2   3   4   5 
x. What you have learnt about X from a third party that you 
trust 
1   2   3   4   5 
y. The integrity within X 1   2   3   4   5 
 
 
 
Brief explanation of some of the terms: 
 
Credibility/Reliability 
(信用/可靠性) 
: means quality, e.g. behaviour to fulfill its obligations, 
demonstrated by the other person of being generally 
accepted/trusted  
Integrity (誠信) : relates to ethical issues. 
Confidence (信心) : constitute positive expectation vested with a person for 
another person, where there is some knowledge base. 
Reputation (信譽) : normally refers to a positive attribute ascribed to a firm 
based on its past behaviour. 
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SECTION 3: INTER-FIRM LEVEL OF TRUST 
Please highlight/circle the appropriate: 
Your firm mainly acts as:   Client’s Project manager/ Contractor 
“X” represents the firm of:   Client’s Project manager/ Contractor 
 
This section is designed to study your attitude towards X at firm-to-firm level. It is a 
study on how your respective firm maintains a working relationship with the responding 
firm X. 
 
Please indicate the degree to which you agree/disagree with each statement by using the 
following scale: 
 
1 --- Strongly Disagree 
2 --- Disagree 
3 --- Slightly Disagree 
4 --- Neutral 
5 --- Slightly Agree 
6 --- Agree 
7 --- Strongly Agree 
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1. We work openly with X because they will not take 
advantage of us. 
1  2  3  4  5  6  7 
2. We monitor X closely so that they cannot take advantage 
of us. 
1  2  3  4  5  6  7 
3. We cannot always be sure what X will surprise us next as 
their action tends to be quite variable. 
1  2  3  4  5  6  7 
4. We monitor the compliance of X in fulfilling our joint 
agreements 
1  2  3  4  5  6  7 
5. We watch for misleading information from X in our 
negotiations. 
1  2  3  4  5  6  7 
6. We watch to see whether X meets its deadlines. 1  2  3  4  5  6  7 
7. We cannot always be certain how X is going to act from 
one day to another as X is not very predictable. 
1  2  3  4  5  6  7 
8. We share information cautiously with X to avoid having 
them use it to their advantage. 
1  2  3  4  5  6  7 
9. We speak openly in negotiations with X. 1  2  3  4  5  6  7 
10. We check on the reasoning given by X during 
negotiations. 
1  2  3  4  5  6  7 
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11. We are very familiar with the patterns of behaviour X has 
established, and they will behave in certain ways. 
1  2  3  4  5  6  7 
12. We check to make sure that X continues to work on our 
joint projects. 
1  2  3  4  5  6  7 
13. We check X’s progress with our project. 1  2  3  4  5  6  7 
14. We document all aspect of our negotiations with X. 1  2  3  4  5  6  7 
15. Even in familiar circumstances, we are not totally certain 
X will act in the same way twice. 
1  2  3  4  5  6  7 
16. We prod X to ensure that they fulfill their commitments 
with us. 
1  2  3  4  5  6  7 
17. We negotiate cautiously with X. 1  2  3  4  5  6  7 
18. We check whether X meets its obligations to our _______. 1  2  3  4  5  6  7 
(Please fill in anything specific, or leave blank for ‘expectations’) 
19. We find that X acts in a consistent manner. 1  2  3  4  5  6  7 
20. We misrepresent our capabilities in negotiations with X. 1  2  3  4  5  6  7 
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SECTION 4: TRUST OUTCOME 
“X” represents the other party in the bilateral Project Manager-Contractor relationship 
with you. (i.e. if you are the project manager, X represents the contractor) 
 
1. Is it the case that the project is more likely to be successful upon its completion 
when you have high level of trust toward X in the course of the construction? 
Yes         No 
 
2. From your experience, when you have high level of trust toward X in a 
construction project: 
 
Please indicate the degree to which you agree/disagree with each statement by using the 
following scale: 
 
1 --- Strongly Disagree 
2 --- Slightly Disagree 
3 --- Neutral 
4 --- Slightly Agree 
5 --- Strongly Agree 
 Score 
g. The project is more likely to be completed on schedule.  
h. 100% of the work is performed in accordance to the budget. (Cost plan is 
tightly followed) 
 
i. Project is completed to the satisfaction of clients in terms of quality.  
j. The project is completed in a cooperative manner between the two 
parties. 
 
k. Problems are solved with appropriate actions. Solutions to problems are 
produced relatively easily. 
 
l. Disputes are resolved to the satisfaction of both parties, when interests of 
each party have been well taken care of. 
 
 
This is the end of the Questionnaire. Thank you for your assistance. 
------------------------------------------------------------------------------------------------------------ 
In addition, I would like to conduct follow-up interview (either on phone or by 
face-to-face meeting) on this research area. The interview would not be long and would 
last for around 20 minutes. Please leave your contact details below if you could 
participate. Your help is very much appreciated. 
 
Name    :                                                         
Name of Organization :                                       
Contact Number  :                                                         
Email Address  :                                                         
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APPENDIX B: SCORING SYSTEM FOR INTER-FIRM TRUST SCALE  
(SECTION 3 OF QUESTIONNAIRE SURVEY)  
 
 
1. For items: 
1, 2, 4, 6, 9, 11, 14, 16, 17, 18, 19 & 24 
 
Take the recorded response as the item score 
 
2. For Reverse-key items: 
 
3, 5, 7, 8, 10, 12, 13, 15, 20, 21, 22, 23 & 25 
 
Subtract the item response from 7 and take that as the item score 
 
3. Compute the total scale score by adding together all the item scores. 
 
4. Higher scale scores indicate greater inter-firm trust. 
 
5. Subscales scoring system: 
 
Subscale Items 
Keep commitments (KC)  9, 11, 17, 18, 21 & 23 
Negotiate honestly (NH) 3, 10, 14, 15, 19, 22 & 25 
Avoid taking excessive advantage (AA) 1, 2, 5, 6, 7 & 13 
Predictability (PD) 4, 8, 12, 16, 20 & 24 
 
 
 
 
 
 
 
 
